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Problems in the administration and management of 
Cndicin affairs were identified in two hearings held during the summer 
3f 1977. The July 13 meeting featured non-govemmeital witnesses; 
luch of the discussion focused on findings of a management st-udy of 
the Bureau of Indian Affairs (BIA) initiated by , the American Indian 
?olicy Review Commission. , The study made 23 specific xecomaendations 
Cor improving management activities in the areas of budget; processr . 
.personnel management, and management information; it was suggested 
that BIA area offices be reduced and that increased emphasis be 
placed on agency level service delivery. . Two witnesses from Indian 
yrganizations appeared to suggest needed changes in the BIA; cinother 
witness discussed ways to improve legal enforcement and 
implementation of the federal trust responsibility to Indians. The 
August 1 meeting featured testimony from governmental witnesses as 
officials from the Department of Interior and BIA appeared to present 
their /views on the changes suggested by the managerment study. This 
document features the hearing proceedings as well as both informal 
and prepared statements of the witnesses. Also included are a 
statement prepared by the BIA responding to questions on its 
arganization, a study of administrative conflicts of interest in the. 
protection of Indian natural resources, and the report of the BIA 
management study. CDS) 
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IX S. Sentatis, 
Seuect Ck>^Oi£iTTEx: OJT IimiAif Ajffairs, 

The committee met, jOTirsuant to notice at lOrlO aon* in room 1114, 
I>irksen. Senate Office Bnilding^ Senator James Abouxezk (chairman: 
of the committee) presiding* 

[Present: Senators Abourezk and'Melcher. 

Staff present: Alan Parker, chief counsel; Ernest I/. Stevens, sta:ff 
director ; and IS^trlF^ 
" Chairman Ajboxtreze:. The meeting of the Senate Select Committee 
on Xndian A^airs will come to order. 

This oversight hearing is one in a series on tiie administration and. 
manageinent of Indian affairs. The purpose of the hearing today is 
to take ^tfetimony from nongoyerronental expert ^tnesses on the Fed.- 
eral administx^^on and management of TTidian affaire By; the I)epart- 
:ment of the Interior and its various l>urettus and divisions. 
. On July 20, and possibly July 21-^ ysre will liear from witnesses of 
the Itepartment- of the Interior and otlier agencies on the adminis- 
tratibn- and management of Indian affairs and Interior's current plans 
for implementation of the American Tn dian Policy Review Commis- 
sion recomniendations, or other plans tihe X>epartment might have 
reEatinsrjto the administration aind TnaT>aggmi^t of Indian affairs* 

Additional hearings will he held in regard to the Federal hnd^efc 
process in relation, to Indian affairs* JFederal Indian domestic assist- 
ance programs^ and the independent Indian agen<:y concept on July 2^^ 
A.u£:ust 5, and September 8 

The ' Ajnerican Tndian Policy Iteview: Commission has identi^^d 
several -^treas-^f-concein^^ dev^bped ireo^ for the un- 

provement of ttie administration and management of Indian affairs.. 
.We liope tliat the hearing will assist both, the committee'^ and the 
. executive l>rancK in identiiifying proMenis and defi<nenci«^^in the a<d^^ 
ministration and management of the complex area of Indian affairs* 
I wotdd like to welcome our first witnesses this morningc a panel 
consisting of Mr* James He. BilM. and IVJrv Kay C. ' Goetting. Mir. 3iba 
is a" management consultant^ and Mr* Goe^ing is a- consultant to 
the I/aguxia PueWo^ ^ 

1^ were involved ni the management study 

^bf the Bureau of Indian Affairs durii^ tbe American Indian^^^P 
^Keview <Ik>mmis5?io^^ Jim Biba. was at tbat^ time with ^^T^ 

Kin^. and Itay Gx?efctii^ one of the Conimission staff wHo over-^ 
saw tlie work of tbe-managem ^»dy itself . 



I would like to ask you both to come f orward. 

I -want to also ask if tliero is anybody here from the Interior X)e- 
partment, representing the Secretary of the Interior. 
. I take it there is no one, because there is no response. 

I take it from tliat that the Department of the Interior is not 
infctirested in reor^nizingr the Bureau of Indian. Affairs. 

If you are ready, gentlemen, please begin ^th your testimony. 

^STAT3S3IE2SITS OF HAY C. GOETTHIG, CONSTTLTAl^ TO THE I.AGTT2TA 
PirEBI,0, AJSTD JAMES I,. BIBA, MAJrAGEMEITT COUSTTLTAITT 

:Mr. GoK-m>ra. iMr. Chairman, avc are happy to appear before tliis 

committee. . -i t_ 

I have an opening statement I vrould like to make, and then JVIr. 
Biba TV-ill present lus statement. I have a prepared statement which 
I shall submit for the record. - - i 

In the operation of tlie management ^udy, there were some critical 
areas summarized and developed which were not necessarily an^ ob- 
jective of the management study to berar with-^the critical evalua- 
tion that -shows -up in regard to the leadership of the Bureau of 

Indian Affairs. . -i - - - 

I would like to emphasize the need for dynamic^new leadership in 
the BIA. because no matter what subject is discussed, without dynamic 
leadership and an organizational arrangement suited to the task at 
the local level, implementation will probably never occur. And, 75 
f omier studies haye proven that self-implementation does not occur.- 
Tlie T>rocess of implementation is the only study now required. 
The low evaluations of budireting and accounting, personnel manage- 
ment, and managcmesnt information has lead to the low evaluataon 
of leadership- Tliis was because corrective action was either not. being 
taken or so slow as to be ineffective on most of the former studies. 

Several areiis of weaknesses known to the BIA executives were re- 
viewed by the BIA when it was realized tliat Public I-aw 93-5SO re- 

qxiired this study. t j ^.-u • 

Among those studies was one on personnel, which incluaed tue re- 
placement of the personnel officer. Tliis stiidv was conducted over a 
vear and ca.me up with similar conclusions. That report, I assume, is 
"in the hands of this f^ommittee. _ 

:>rew leadership is not yet evident, although I tmderstand yesterday 
an a f»pointment announcement was made. , 

A'now Federal Indian policy is not yet evident. Until a new leader- 
ship team is dedicated to tlie objectives of progress, together with the 
desires of Indian T>eople to remain as Indian people under self -goven^ 
ment, self-detei-mination, and striving to become self-sufficient, a cl^^*^ 
will remain on the present administration to practice tlie policy of the 
President regrading human rights — especially the aboriginal people 
of evcrv coimtry in the world. - _ -u j. 

Examples of such leadership here at home is not too much to ask. 
Indian participation is not too much to ask. The Indian voice must 

be heard. . _ _ . 

"With no Indian leadership yet in Interior — and there is one now — 
no Indian representinc: our people in the^ Office of the President, g^^J© 
is onlv one Federal Grovemment organization, other than the BIA, 



devoted solely to Indians and their affairs. It is this committee of the 
U-S. Senate. 

We want to thank you for this effort and trust you will hold fast to 
the principal of Indian participation with ^""Jie right to make their own 
decisions, set their own priorities, determine their own needs, select 
their own leadership, and be permitted to voice opposition to govern- 
mental policy and procedures detrimental to their existence without 
fear of recrimination* 

Your committee in the Congress is our only recourse in our effort 
to establish ourselves as viable communities on our own* I wish you 
success. 

TiTe have six specific areas of discussion in the management study. 

They are leadership, organization structure, budgeting, personnel 
management, management mformation, and implementation. 

There are some exhibits in the management study report which re- 
flect the details of elements on assessments and recommendations. 

The study found very few recommendations of prior studies ever 
having been implemented. 

To set the sta^e on oux activities at the moment, I would now like to 
turn it overto ]\ir. !Biba for the manner in which the management study 
was organized and conducted and the professionalism tliat was applied 
to the prbcess we went through. 

Chairman Aeoukezic. Your prepared statement will appear at this 
point in the record- 

2VXr. GoErm>%G. Thank you. 

CThe prepared statement referred to follows :] 

Mr. Cliairman^ I want to^Xliank you for allowingr me to testify before tbis Com- 
xnittee. I consider it a great opportunity to explain from my i>oin;/ of view tbe 
activities of tbe Bureau of Indian Affairs durln;;: tie BIA. nmnagement study 
and wbat action skould l>e talien and wbat responsibilities tbis Committee bas 
for implementation of the BIA management study recommendations witb'in tbe 
Sureau of Indian Affairs^ sux>enrised tbe or:ganization of and worted witb tbe 
consulting firm and tbe xe'presentatives of private business in conducting: the 
management study ''of tbe Bureau of Indian AfCairs reciuired by Public Xiaw SSSSO 
wiii<^ established tbe American Indian Policy Review Commission (AlPitC). 
3oins tbe liaison for Xask Force Three; a former management analyst for one: 
of tbe bureaus of tbe Interior II>ei>artment^ and a consultant to several Indian 
tribes^ I have experienced similar problems of organizational structure and com- 
munications wJiicb appeared so frequently in every problem confronting^ the study 
team. These were reported, by tribal and BZA leaders alitce during the study peri- 
od* As^ reported on page tbrc*e-of the management study and I quote *T7hroughou1: 
the review period, teams discovered a need to continually evaluate BIA organiza- 
tion structure. Altbougrb a comprebensive organizational study was beyond tbe 
scope of this project* it became evidaat that an organi:sat!onal approadi must be 
developed to reinforce other review proposals. A week was devoted to tbis eflTort^ 
resulting, in a fourth major topic area dealing with structure. BTerer the focus 
was on'BIA internal alignment and no attempt was made to evaluate the rela- 
tion ship of SI A within tbe federal government organization.^ 

As you can see, the organizational structure of the SXA itself was 
included in an effort to implement recommendations and provide a prox>- 
er basis for su<^ 3ecause of this and the critical evaluation of the then leader- 
sbip of the Sureau of Indian Affairs,' I want to ^emphasize the need of dynamic 
new leadership in tbe Bxireau of Indian Affairs. Xo matter what subject is dis- 
cussed* without dynanaic leadersbip and an organizational structure suited to 
the tasic at the local, levels implementation will probably never occur. Seventy- 
five former studies have proven s^f -implementation does not occur. Tbe process 
of implementation is tbe only study now required. The low evaluations of budget- 
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Injc and accountlnsr^ personnel xnanagement and management information lead to 
tbe low evaluation of leadership. Corrective action was eitlier not l}eins taken or 
so slow as to be ineffective. Several areas of weaknesses known to tlie UIA execu- 
tives were reviewed by tbe BIA when it was realized tbat FJLi. required 
tb is study. Among tbose studies was one on personnel and whicb included the 
replacement of tbe personnel officer. They conducted a yearns study themselves 
and .came up with similar conclusions* That, report, I am rure» is available to 
your Committee* 

Implementation is not yet evident even on that study. Xew leadership is not 
yet evident, a new fcKleral Indian policy is not yet evident, until a new leadership 
team« dedicated to tbe objectives of I^iblic Law 03-5SO together with the desires 
of Indian people to remain as Indian people, under self -government, self-determi- 
nation and strivinjr to become self-sufficient, a cloud will remain on tbe present 
administration to practice the policy of the President re;?arding^ human risrhts^ 
especially tbe abori^rinal people of every country in tlie world. Examples of such 
leadership here at home is not too much to ask, Indian piirticipation is not too 
much to ask, tbe Indian voice must be heard. "With no Indian leadership yet in 
Interior, no Indian representing: our people in tbe Office of the President, there ^ 
only one federal grovemment orpranizational unit devoted solely to Indians and 
their affairs and it is this Committee of tbe United States Senate. TTe want to 
thank you for this effort and trust tbat you will bold fast to tbe principal of 
Indian participation with tlie ri;rht to malve their own decisions, set their own 
priorities, determine tlieir own needs, select their own leadership, and be per- 
mitted to voice opposition' to s:overumeutal policy and procedures detrimental to 
their existence^ without recriminations, Xour Committee in the Congress is our 
only recourse in our effort to establish ourselves a^ viable conmiunities on our 
own. I wish you success. I will now try to explain some of the activities and 
details as represented by tJie recommendations of the manajrement study report* 

There are actually six ^6) specific areas of discussion in the mana^rement 
studv: (1) leadership: (2) or;ranizatIon structure; (3) budgeting; (4) per- 
sonnel mana^rement; (5) management information: and (6) implementation, 
Tbe mana^tement study on pas:e 60 reflects 23 cate^rories of seventy-five (75^ 
reports previous to this one. And. in Exliibits II, III, and IV, it reflects the detail 
elements on assessments and recommendations havinic been made. This study" 
found verv few recommendations of those prior studies ever having been imple- 
monted* These reports covered the pasl: fifteen (15) years at an averagre of five^ 
(5) per year by several jrroups on various phases of operations. The same prob- 
lems reported bv them still exist The Bureau of Indian Affairs has been studied 
to death, now it needs reincarnation not study number seventy-seven. Today, Mr- 
Chairman, I am employed by the I>ueblo of Lajruna in I-ajruna, Xew Mexico. It 
Is one of tbe Xineteen I>ueblos and is located west of Albuquerque, Xew Mexicp- 
The meml>ership is somewhere in excess of 5,00O members. Something: sUghtiy ■ 
le^ than tbat actuaHy live on the reservation and I would like to give you some 
of Che experiences they find and that I have run across in attempting to apply 
a new centralized accounting: sy^^^em to provide for tbe CouncU an adequate- 
-financial base upon which to make good decisions in their efforts to develop 
seif-sufficlenev within their own eoromtmity. This system, as weu. as a manage^ 
m-^nt information svstem, personnel management system^ and records c<mtrox 
system is l^ing performed with the aid of Ernst & Ernst, a CPA firm, xmder a 
63S contract from BIA. 

In multi-tribal agencies (there are ten (lO) Pueblos under ttie S^^ 
Pueblos Agencv (SPA) of the BIA), the band has total availability cr funds to 
all Tribes previously determined, and possibly a small percentage change up or 
down and a target amount- Tribes are permitted to discuss, hassle rearrange 
items on tbe band^ but not change the totals of alternates previously set, Thx^ 
does not allow for tribal expression of true needs by Tribe. Even in the need 
column no tribal Identity is carried through to bigher levels. 

Banded items are of a. rec-irring nature — new or replacement capital ^^eeds are 
not permitted to be expressed by tribal govemmeirts. There is no formal budget- 
ary process in BIA for Tribes to budget needs on xiTibanded items. 

The svstem of budget preparation and submittal needs complete 
tbe Prekdent advocates a zero based budget j^roce^ which J^dto tribal g^^ 
ments have been recommending for years. See Pueblo of Laguna Position Ex- 
hibit B-1.^ ' 



Tlie Congresa Is a party to the appropriation process — even tbe final authority, 
and as Con«:re8sman Xates has stated that the CJongxess Is equally as Important 
as the Administration* 03IB« I>epartment or Bureau. Without knowledge of the 
true budget needs. Congress is limited in its abiUty to pass good judgment in 
appropriating funds* 1^ 

A new system is diagrammed as Exhibit which allows tribal Identity 

through to Congress. This complies with the IRA intent to get differences be- 
tween the Secretary of Interior and the tribal governments lasown to Congress. 

The accounting reporting fund used against allocations and allocations against 
appropriations by the BIA is unsatisfactory* 

L The BIA stresses to tribal governments the importance of accountability, 
the need for prompt and accurate reports. For lade, thereof; a penalty is provided ; 

*'^A. A decision can be made that a Tribe is incapable of self-government and 

denial of G3S processes. ^ ,^ ^ - - 

B Withholding of funds, delaying jxayments or not maldnjr advance of funds 
for operations* This practice bankrupts the poorer Tribes and hampers the 

^^si^^^BIA cannot or does not perform accordingly within itself. There is no ac- 
counting comparisons on a monthly reporting basis which represents current 
accurate fund usage according to the allocations for various offices and programs, 
and those allocations against the appropriations for Tribes as comiwired to 
funds used, by the Bureau for itself. * ^ , „ -r 

3. The procedures are generally there, but execution fails miserably. In the 
visits to agencies and Tribes, we find accounting records maintained for local 
use because the great centrxd office reports are inadequate, unusable^ and in- 
complete. ReconcUement is necessary by the local agency to determine reliable 
approximations* Some agencies Just maintain their own records and ignore the 
Central I>ata Processing reports. Area offices are Installing their own AI>P 
systems^ duplicating and ignoring the Central BIA System. 

4. The management team, felt compelled to recommend this function be broken 
up into smaller effective units by delegating such administrative accountability 
to re^onal service centers. Be<iuiring agency terminals to provide input to dls* 
tant central hardware, processing payments, accounting, and immediate return 
report to the agency. Rental space and time on hardvrare operated by Westing- 
house, G-E.^ Honeywell, IBM with the state of the art extremely modem instead 
of BIA purchasing and spending tremendous amounts on its owu hardware 
which quickly becomes obsolete, and where ^»ployees lose touch with eurr^t 
developments. The BIA is not intended as an A3DP designer. 

5. My escperlence In the designing of the Tribal Systems with Ernst & Ernst 
atXaguna has resulted in^my recommending the attached form for accountability 
to the Tribe for management use. It is heing adopted and will be incorporated 
In the manual of procedures- (E3chibit B-3). . * 

6w The Pueblo of I^guna has developed a position and recommendations for 
consideration of the BIA dated July 20, 1976. (Exhibit B-1). As a result of 
criticisms of the ten CIO) Pueblos within the Southern Pueblos Agency^ the 
report of June 25» 1976; by the* reservatiiim program omccr reflects how ^reat 
the- Inequities are when continued under the present method* See Bxhibit B— 4- 

The ten (lO) Bueblos of the Southern Pueblo Agency have gone through the 
Band Analysis for 1979 and the attached KxhTbits demonstrate that inequities 
still exist. The Puehlos stm consider the system xmsuccessful, and they have 
advised that each Pueblo will submit its own band requests The process is repre- 
sented in exhibit announcing the actions in February.. Exhibit B-6 reflects, 
the Pueblo of I*aguna's request for funds under band and unhanded items and 
what the Pueblo considers its own priorities on its own needs as generally 
provided by the^'TtlA. (This practices the scheme recommended In Stschibit B-2>. 
Ton will note the totals necessary to cover the needs will make up requests 
through other sources than BIA. To comSder this request^ or that an Indian 
tribal requests would be outrageous is 'dispelled. This representation from 
I^ignna displays logical^ responsible tribal government planning and hudgeting 
Xor federal aid. Exhibit 3-T is the actual band analysis report for the Southern 
-I^eblo Agency for the ten (10) Pueblos within the Ag«icy. In completing^ ta^e 
budget presentation section, I would Ifke to indicate that the experience at X^aguna 
is similar to that of many of the Tribes which have been studied to death them- 
selves by federal agencies as well as the Bureau of Ind ian AjOCalrs* The budget 
:9ystem, the txibal needs assessment," tribal priorities all jare attempted to be 
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reconciled to fit tlie Bl-^V bud;?et and tho BIA determinations as to what tliey 
tliink Is Rood for Indian people- Certainly^ the Tribal Councils and many Tribes 
. tliemselves bare a hlpbly sopliisric:itod lonj? ranpre planninic: capability tbat 
accnally exceeds tbe capability as now practic€?d by tbe Bureau of Indian Affairs. 
The proprram of the Uureau and tUe procedures of the Bureau jaeed to recoj^niae 
tills. They ouj:ht to acct*pt the tribal presentations as to the needs and-priorities as 
presented by those Tribes^ accept it in jrood faitli^ as dedicated and resx>onsible 
tribal irovernment>;* There are small Trii>es and bands in California, Oklahoma* 
and Xevada who doTiot liave tlie capabilities or the understanding of how to ^:et 
prpfcrams develoi^ed, profcram?* pre^^ented to the Bureau or to other ji^overmnent 
agencies otherwise and, thei-efore, suffer the conseciuence, so there is a need 
for the Burenu to have such capabilities- Today, we believe they are totally abi^ent 
and the efTorts to achieve these ends for those Tribes nitedinf? it ift not bein^^ 
accomplished- 

x*E3iso^;Nii:r* manageme^tt 

Tlie self-evaluation study of the Eurcau of Indian Affairs would ajrree alzno^cr 
identically witli the lindinRS of the niaiiagetueut study repcarding their own fail- 
tires* I would like to list now elements in the management study bearing^ on the 
recommendations: first, recrultinjc iot capMible Indian people- This is really dis- 
courajjcd because of bureaucrixtic i^rocesses, unsophisticated and unprofessional 
work performance. Qualification standards which do not recognize Indian culture. 
Indian history, Indian languajce, as well as an acceptable level of operating 
within the dominant society. -cV new mix of these elements is essential in the 
preparation .of qualifications standards. Tho circulation of vacancy notices 
agency wide, area wide. Bureau wide, government wide, and promotion from 
within needs some modification as well to attnict qualified Indians not now in the 
Uureau- It is not that within promotions are not good, but there must be* 
under 038, a reversal of the brain drain away from Indian communities and 
recognition of tribal resen-ations experience as an essential qualification in 
order , to i>ermit tribal government to effectively conduct many of those services 
now provided by the BX.-V and other government agencies, especially if self- 
government is to be realised. It is sometimes reported that if an Indian leaves 
home and is away five (5) years, he ceases to be familiar wi^K grass roots 
problems. Many have heard the expression that field leaders refer to the 
Washington Redskins as differing from Indian community tribal leaders* Tribal 
leaders prefer a liii^li de;rree of executive selection to come primarily from those 
who live Trithin the Indian commnnitj- and not those who liave been a^ay so 
long they arc no longer familiar witli local community problems. 

The Indian I*reference -A.ct has actually served as a detrimental activity in * ^ 
personnel ma nagrement. It was fiirst requir^^d by law in the 1934 Indian Iteor^ni- 
zation Act and required the personnel sy^^tem to be free of Civil Service Com- 
mission rules and regulations. This did not mean an xmregulated system basis 
upon merit and without fringe benefits equal to Civil Service Commissions, but 
rather it meant qualifications, recmitment, and processing" recOi?ni7rfng Xndian 
particulars at every* level and to every- clegroe necessary and to be regulated^ 
judged, and evaluated on the basis of i-^rformance, but it wotild completely 
include Indiiinness as it is now reco^issed in Indian communities and xvithin 
Indian interpretation* While the management study recognizes this requirement 
on page 33. it made recommendations for ^system corrections wliether or not un- 
der Ci^il Service Commission or a new Indian career service* The Intergovern- 
mental Personnel Act allows for Civil Service Commission employees to woric 
under tribal governments and retain the salaries* leave privileges, and retire- 
ment privileges- This allows inequities ^vithin the normal tribal government 
employment system itself particularly . tb<:^e wlio hold similar positions or 
even supervisory i>ositions over sucli civil seirvice employees, Tlierefore* 63S and 
other laws need to c oordinate in a new system so tliat equitable treatment is 
available for all. Whatever is developed a word here is necessary in behalf of 
the non-Indian employee who has given a full meafmre of devotion to the Sureau 
of Indian Affairs and to Indiacd i>eople^ It is not the Intent of Xndian people to 
disquali^ capable and devoted non-Indian employees. 3ut. when such quali- 
fications, when such recruitment is necessary^ grades should not be reduced 
merely to employ Indians. 

The qualifications should remain high and let Indians aspire to meeting those 
qualifications and when they do. preference be ezcerdsed. There are seven (T). 
recommendations in the management study regarding I>ersonnel management and 
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I lM?liove tbat most tif tliope would fall in the couiaiouts we have just mnili* vxcei>t 
for r»^rhaps the tniliilng proicrums that ougJit to be eXfective at every . level 
whether within the Bureau or within the tribal |;;ovemment employment sys- 
tem*- The actual development of sr>ecific tlel<ls of* endeavor some particular!^ 
where Indiana are not belnj? educated^ there are some fields that have very 
few Indians at the professional levels and* consequently^ non-Indinns are neces- 
sary. So» training and education becomes imi>ortant in terms of developing young 
Indian j^eople to -vtudy* retuni, and be employed at home in doing a i>rofessioual 
Job regnrdh^s of discipline involved; The opportunities need to be provid«:Hl hi 
the development of human renources and a planning system <leterminetl and 
develoi>ed in order to ca rry this out. 

MAXAGKMKXT INFOUMATION 

Tlie next section of the nianagement*«tudy deals with management infomuirion 
and while much of the management information -^sterns from statistical data» 
accounting xecords, i>ersonnel mamxgemeht records, employment and that tyi>e of 
data tlie mechanism by which snch information is gathered and disseminated 
i*< of the greatest importance. The antomated data processing system of the 
Sl^f^'^ri of Indian Affairs is outdated and outmoded. The development of modem 
JSas^.r^-t^-ripTe while at the time of the study we were advised was being instatlled* 
J we found out this was not true, but that the plans were for the purchase 

of and instalhition of new hardware to replace XXmxX which they were on hand. 
After evaluating the operation of data processing antl particularly the manner 
of such activities available to the Piieldo of r-aguna> it appears that The Bureati 
need not invest so much money in hardware of significant size or capacity when 
time rentals at various locations throughout the country is available. A national 
network is possi!»le and available to the loc:tl facilities together from San Fran- 
cisco. Denver* Chicago to Washington, D.C. With terminals at the Agency and 
even the tribal offices, some Tribes now liave terminals for special purposes. Only 
the terminal system at agencies and tribal levels and the regional service cen- 
ters» if tlxat is what area oflSces eventually become, to perform the administra- 
tive services, accounting, statistical collection of data for usage in determining 
the kinds of programs, the valu*^ of -fitograms, and whether or not the pro^rress 
and objectives of the Indian people at each individual Indian community is being 
carried out according to theli^ wishes- 

These lands of objectives need to be dew-loped, standards nee<l to be developed, 
a system of reporting national infownarion needs to be developed, but there is 
access available to highly sophisticated modem equipment operated by Wesring- 
honse. Honeywell. General Electric, and others that are in the business as such 
who maintain modem equipment and kept current at all times. The purchase 
of a SIA system of hardware begins to become obsolete immediately. The state of 
the arr is so fast developing that it would appear that funds invested in tliis kind 
of macliinery is really to a great extent wasted or has minimal effect. There is 
a. report prepared and developed for inclusion in our accounting system at r^- 
gtma thjxt I refer to in a iirevious Elxhibit and there are other elements of the 
accountiiig and bud j?<^ing frystem and the xise of centralized services in terms of 
warehousing:, efiuipjjipmt operation, pnrchasing and znanaging not only of money 
and people, but alno mater£als* ^sttpplies, and eQuipment. All of these are interpre- 
ted in terms of dollar rc^quirements to perform and the Sfpeciflc information as 
to ad^^ing the Tribal Council and. even in the Bnreau, the Bnrean staff and ex- 
ecutives as to how well the money is really being spent, how well it complies with 
the «T>prop3riations, and how w»ell the progress is being achieved in regard to ob- 
jectives int^ended. Tlie -stated ohjectives intended, of course, are very weak and 
mild in the BIA and tl»re are no strong features witli respect to*the purposes 
of the Surean in any of its definitions. It operates from an outdated manual, it 
has no re^pilrements for maintenance or upkeep or revision, there are no stand- 
ards by vrbfch the Burean Judges itself and, yet, it attempts to evaluate and eriti- 
cize tribal goverximents for the Lacfc of the same thing. 

We dnd it very discotiraging know that one^ organiacation Is^^bending over 
hackward to re<imre perfection when within itself it has not i>erf ormeil satis- 
factorily* It is rather ironic that: ^ey do not recognize or correct their own weak- 
nesses. There is a practice in the private /sector that , rmless there is the 
opportnnity for employees to stay cuirent with the state of the art in any of the 
professions that they too become obsolete. We believe that Qxe career development 
of the Btrrean of Indian Affairs employees are sadly neglected. There are no re- 
quirements except perliaps for tearfiers and teacher aides to attend schools and 
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to maintain the 1x1 fOi level of proficiency and tlie current knowledse of the art la 
which they are enicaiwil. The loniar time career govemment employees who have 
been In the Uureau most of their lives have never experienced private Industry* 
they never experienced the development or the modern application of many ^ 
theories tliat have advanced since they bejran their careers and^ consequently, are 
totally unaware of advanced technolojOT- There seems to be a need felt within the 
Surcau to teach and educate the Bureau employees so they may in turn provide 
tirchnlcal assistance to tribal governments* T<?chnical assistance in this fashion is 
a^waste of money, . 

The Trli>es ou^^ht to have the authority to find modem current private com- 
panies to provide technical assistance. There are even a nimiber of Qualified In- 
dian comx>anies who are capable of providing technical assistance to a greater 
deCTee of eflTectlveness and efficiency than the employees of the Bureau of Indian 
iUIaint. I am familiar with a particular contract out of the Phoenix Area Oflloe 
to the University of Arizona to provide technical assistance to the Tribes of Ari- 
zona. To me. just the fact that this contract exists- demonstrates the Reeling that 
the Area Oflice iiiielf is incapable of providing technical assLstance- And. when 
-the I^guna officials were contemplating the system we ai^ now engaged upon 
installing, considered several private firms with whom to contract for the devel* 
opment of the system- The Bureau of Indian Affairs was not selected to provide 
rhe technical assistance and design the central accounting system, or the manage- 
ment information system or the personnel management s^ystem* the reason was. 
of course^ they dp not have the capability. They only follow the federal rules and 
regulations as developed by someone else, somewhere else, and they generally per- 
form by vote. A new employee development program for current employees would 
assure them equal treatment in- the modemiadng efforts to Improve the Bureau- 
Such development program should be for Indian employees as well as non-In- 
<lians» in order to provide equitable treatment. 

Mrl BiBA* Thank ;,'on^ liay. 

>Ir. Chairman, it is a pleasure and a privilege to be here with you 
tliis momin^r to make my comment?;, ^ 

I have a preparoil statement which I >vill submit to you. If I may^ 
I would like to just talk about some of the hishlights of that 
statement. • • , 

Chairman Aeotjuezk:. It will be inserted in the record as though 
you read it in full. 

[The prepared statement of J ames L- !Biba follows {} 

ASSOCXA^TSS 

Senator James Abonrezk* Committee members and fmest^^ it is» a pleasure to 
adclrefy? yon today. Some 20 montbs a^o. the firm I represent, TVarren Kinjr and 
Associates of Claicajro, was approached by representatives of the Ameri caix 
Indian Policy Review Commission for a recommendation on how best to satisf^T 
the reQuired management stady which wa:3 mandated in the Commission's 
ezmhling: resolation. _ 

I>nrin^^ the past 13 yearsi^ Warren Kins; and Associates have refined the 
techniqnes of ntilizingr volmiteer task forces of loaned executives (manage- 
ment specialists) to analyze and propose praj^ma tic solutions to the problems 
f acinic jcovemments at state and local levels^ with more than 35 snccessfnl 
projects as examples* a preliminary survey was conducted in the fall ofui^TS- 
to desljm an appropriate plan of action for a ilanagement Study of the SlAr*« 
Results of that survey provided the scope^ objectives, specific i>ersonnel require- 
ments and- all other elements of an action .plan whieh^ was implemented d urin g 
^ 2Vray and June of 1976, As project manap»r, and oflScer-in-charjre from W arre n 
•King and Associates. X can attest to the care exercised throughout the prograuL 
t:o a5=sure professionalism. 

The "Bureau of Indian Affairs Management Study group^ consisting of lO ex- 
ecutives and specialists* represented many different sectors of the nation^s busi- 
ness and professional community. Their services, loaned by their employers on 
& full-time or spe<dal af^gnment basis* provided the manpower for a noni>artisan. 
study of the bureau for the American Indian Policy Keview Commission^ To 
assist in the completion of project objectives, eight firms contributed approxi* 
rr-tely 4,000 man-hours of loaned etecutive time on an all-expense-paid basis. 



. ' ,Stu<Iy Cbairxaan A* X.^A&derson, as* Xndian executive On ^oan f rom TJnion Cai*- 
bide Corporation and srpecial ci>nsultXir>t to the commission for one yeair, was pri- 
maril5^ responsible f or; geneiral sape£ ^rxsion of tlie project" and recruitment of 
loaned executivea- . ^- . 

Mr* Ra^r^Goet^nSTT a member of Commission Taslc Force S-rr-Kederal Adminis- 
trati<Hi.and Strucvtire of Indian Affairs — was responsible for tbe administration 
and project liaison witb the commisi?ion. Project management for the study was 
provide*! by. Warren £ln^ and Associates, Xnc*, a Chicago-based management con- 
sulting firm, V - / ' , - 

The management study group was divided into three functional teains, each 
'headed by a- memb^ of the project's E:secutive Committee, Team leaders and 
their areas of responsibility include z V . / 

Budget P'rocess — Dennis I^. Rohlfing, Internal ^lanagement Consultant, BhHlips 
Petxoleum Company* Mr, Rohlfing is an -industrial engineer and has' served b.is 
firm on manasrement improvement projects world wise* V 

Personnel Management — ^Donald Reed^ Employee Relations Manager* Dow 
" Chemical Company, As a professional in personnel management, he brought: 
unique experience in establishing and evaluating the effectiveness of employee re- 
lations activities. ^ .. . . - 

ManasementT^Inforin jEl. jGcdser, PubUc Affairs- South west, 

Honeywell, Inc- A career professional in data processings Mr.-Ceiser served the 
Manhattan project during WorI<^ War II and later built and operated General 
Electric*s first computer manufacturing plant, ^ , * 

Other participants in the Bureau of ^Indian Affairs Management Study and 
their employers include: Edjvin M, Kennedy, Jr,/ X C. Penney Co.; Stephen M. 
MacArthus* Carnation Co.; ILewis R. Xewmah^ Colt industries; Charles E. 
I^eone, Jr., Coijimission Staff; Vr. A* Palmer, Union Carbide CoiT>oration ; Dr. 
" Joseph J.^OWaliia^ University of Arizona; and EC. Bi. Walker, Union Carbide 
Corporatioij. • ' * ' / 

Regular business responsibmties of the study team members range from middle 
management to corporate execi^ve levels. Their professional qualifications rep- 
; resent a wide range of -business management skills, including civil and industrial 
-enginc^ering^ public administration; data^stems and procedures, finance and 
^ budgeting, personnel^ law. -plant 'manae:ement, public and corporate relations and 
other specialties-^; - ^ : ^ ' - ^ ^ 

Pri^mte-sector*partlcipat*on was a critical element to ensure both objectivity 
apd ^appropriate management e3s:pertise- This approach^ — using volunteer teams of 
\i^2sirtessmen- to improve ^vemment -operations — is not new* Former President 
jHerbert -Hoover headed a blue ribbon cpmmission to review federal government 
: efllciencyi-More rtcentiyr the governors of over 25 states have used this technique 
^iiccessfuBo^:^^ improve the efficiency of state government operations. • 

After a brief oi^ienta^on i>eriod, team men^iers spent one week in TTashington^ 
I>.C,, interviewing burt^u^jjcrsonnel, gathering data and formulating issues to 
pursue in subsequent field research. Immediately tliefreaf ter, volunteers regrouped 
iAto two travel .teams which included numbers of each functional area. A third 
group remained in Washington to review over T3 prior management studies of 
the^bureau. J>firing the next three weeks travel-teams cojicentrated study activity 
' on representative Hurean of Indian Affairs field offices and tribal councils. Xwo 
' area, four agency^nd seven tribal offices^as welLas the Albuquerque Administra- 
tive ^Services Center, were visited by team members. After individual"* field in- 
vestigations w^ere completed, members met to exchange inforncuition and to ensure 
-consistent- findings.'' !I>uring the last five-weeks:^ tenin members .regrouped into 
functional areas and continued their interviews rwith. bureau personnel in 
/Washington while developing acn^a writing the final rei^ort. ' 

Throughout the review period^ teamsj discovered a. need to continually evaluate 
Sureau of Zndlan Affaire organization structure. [Although a comprehensive 
organizational stuSy^ was beyond the scope of this ^ny^^U it became evident that 
an oiganizatidnal approach must be developed to reinforce other review pfo- 
posals^ 'The final week: was devoted to this effort, resulting in a fourth major 
topic area dealing with organization structure. 

.The last major- comprehensive reriew of Indian affairs^ before the creation" 
of the American Jndiail Policy Review Commission was the IVIeriam Report of^ 
M©8. which helped foster widespread reforms during the .3930s. Since then, 
numerous studies have been initiated by other^ task fbrce groups, committees, 
consultants, Indiap Organizations, federal agencies and individuals^: all have 



i<leutifi<?tl problems aiid made si>ecLfic recommendations. In establisbins objectives - 
ror the prese-nt studv. it was obvious tbat ii comprehensive review of these laate^ 
riaLs should be made to pinpoint potential problem areas, to establish a basis 
for comparison with present findings and to ensure^ coverage of pertinent 

problf m areas» -i ^ 

* Ove»- 73 representative reports written during the past 2i> years were evaluated. 
Several comprehensive studies and a large number of topical reviews were pre- 
sented during the last 5 to 10"^ years. With occasional exceptions, most studies 
were initiated by congressional committees or the Executive Branch. 

The n.nalvsis indicated that prior studies directed more attention to programs. 
facUstie-a. natural resources, government policies, and financing than to manage- 
ment practices or related service functions. BEowever, many managerial pro.tlem 
areas were identified. Of these, management practices, personnel admmistraticn 
and ?"iLtcrgoverumental relations received the most attention. The budget process 
and mana'-emont information — both extremely important to effective manage- 
ment— r*-ceived substantially less emphasis. The study group also noted prior 
evaluations strongly suggested adopting improved management principles reg^-d- 
inir olauning. organizaition, leadership and. control. Consequently, the following- 
lisr of key findings, from prior review:* Qoite similar to tbose conclusions 
iudeix'udt'ntly reached by this stv'ly. ' - , ^ ' , - 

Itecygniiion that management ability is as essential to^-.prograui succe^^s. ai> 

^^^^oW-^ionf or exccutiveleaderslHp a tall organizational levels. - 

OeveropmSt of <:omprehensive, ti^^^^ information for use by personnel to 
ensure effective planning and control. 

.^Installation of an improved communications system. .. 

"'Utilixatiou of long-range planning. 

Wh'nem-?o?a'si^^^^ inappropriate 
^ ]^.«^f^?rt'?fimtr the 5ud^^ realized past efforts fell short of their objec- 

^^S^^^^^y i^^i^i^^^^^ for implementation was not present^ ,^s^a 
S.T^?r i^SentsUidv stro^ly suggested Congress act to develop a posi&ve 

re>u.t ^|^*;^2'J^^f"Ji^iZ^J^^ A Management Improvement Implementation 

and inn deqiiatecaxeer development^ recommendations could produce nnnual 

S;Sa«,„Si intonation =indo«aji^H^^ ,6ns-«.nBe ptennins 

S^a lSnS".SSo?.\SS lo S:%^^Lr. act^as a>e veMcle to s»iae allocation 

pn^cipation in the development of budget and matcrmls. . 
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According to tlie review team, almost every aspect of Burean of Indian Afltears 
personnel management is inadequate. Tlie present interpretation of tlie 3Cndian 
preference policy in employment adversely aflCects all personnel actions* Tney 
recommended tliat Indian preference should be modified to ensure effective op- 
eraTrgg"^ ViLhout impeding progress toward the fullest employment of Indians. A. 
compreliensive manpower planning ^stem sliould be dev^oped utilizing indus- 
- trial engineerinsT te<ilmiQues to determine proper staffing levels and position re- 
trtiirements- Antiicipated savings of $75-million in administrative costs liere alone 
could be redirected to program areas. Also, aggressive recruiting and tr aimn g 
programs sliould be improved and upgraded at all levels- 
While a modernisation study is currently xmderway to update the data proces^ 
iug function, the businessmen stated that the implemeutatiun schedTjle should 
he moved ahead wliile equipment revision shotdd include multi-processmg 

and communication abiUties. The potential financial benefits from centralized au- 
tomated inventorv systems would be substantial. They also indicated that the 
bu-eairs Management of Objective;> program-must be revised to set goals flowing 
uptvard from lower operating levels while guidelines fiow downward from upi>er 
mana?remont. In addition, it was recommended that the program be integrated 
inro the budget and^employeeiM^rrorma^ 

The report suggested that presenr ^Bureau of ISdian Affairs structure is oetter 
snire<l to serve a single, common-need client base: whereas Indian people have 
differing needs rent^iring ^a variety of, services. Furtheamore, the current oi^ 
giinizatiou is characterized by a lact of communication^ excessive spans of con- 
ri-ol :ind inefTective leadership. In addition, there was little evidence of prepara- - 
tion for the future impact of Indian self-determiruition, minimal Indian input 
or proximity to decisions and excessive bureau response time. 

To remedy these prcblem^v the study group developed a new organization con- 
cept to move decision-making closer to the tribal^level and make dramatic leader- 
t;h:p possime. Tlie reconimorded approach is based upon separation of functional 
ami adriinistr:irive resnonsibilities. This concept vrill permit the elimination of 
l:> arc*a omces and provide for the creation of six "regional service centers.** This 
includes a major change in the responsibilities assigned to the new regionajf. sorv- - 
ice center managers, -Agency offices would have :^>r>re responsibilities and be- 
come "local service centers.** ' ^l ^ 

Two new consolidated functions — ^Human Resources and >*atural Resources — 
would be reoz-gani7:ed in Washington. They also recommended that the reporting 
relationship between school superintendents and the bureau*s Central Office 
' should be simplified. Further, a mechanism for Indian participatioa in educa- 
tional decisions is discussed! The bureau should have its own legal stajff to pro- 
vide more timely attention to Indian needs and assist in overcoming existing con-^ 
flict-of -interest problems in the Department 'of the Interior. ^ 

because implementation of recommendations is a major concern, the study 
group proposed an approach to spearhead implementation efforts. Congress should f 
act quiclvlv- to develop ar positive vehicle, a ZVlanagement Inaprovement Implemen- ^ 
tation Review Office, organizationally located in the appropriate management 
division of tho Office of Management and Budget, to expedite the implementation 
process. Quarterlv reports and -interim assessmeiits should be issued to the Com- 
-r-nrlf^sioner of Indian Affairs. The Secretary of the Interior, appropriate congres- 
sional committees and the S:cecutive Office. In addition, the commissioner and 
the Secretary of the Interior should be required to highlight essential features of 
• these reports in annual budget presentations to Congress. 

Mr. Btba- Some 20 months agro, tlic fiim- 1 xepresent^ Wax^ 
^<C;^ AFSOciJ^tos, of Chicap:o. Tras approached by representatives of the 
American Indian Policy Review Goromission for our recommeada- 
tio7i on the most expeditious, economical, and credible approach to 
-satisfy the required management study of the 3IA as mandated by 
the cnablinir resolijtion- - ' / ^ 

TVarren !Kin<r' & Associates over the past 13 years has refined the 
tccliniqne of iitilizinjr volunteer task forces of private sector manage- 
ment specialists of loaned executives to analyze and propose prag- 
matic solutions to the x>roblems facing governments at State and local 
levels* 

- With over 3i> successful projects as examples, a preliminary survey 




was conducted in the fall of 1975. Resulted of tliat survey shaped the 
reqiiirements for the subsequent managen^ent study conducted in Miay . 
and ♦Tune of 197C* ^ 

As project manairer, T can attest to the care exercised to assure pro^- 
fessionalisrri throughout the study. / - ^ /■ 

Tliree study teams were recruited from the private sector, search- 
ins: for highly qualified si>ecialists in a variety of naanagement disci- 
plines. They provided a cross section of manairement expertise*. / ^ 

The final team consisted of 10 individuals from various industries, 
2 Commission staflT members^ Trho provided Indian input, and 2 
management consultants. ^ ^ / 

jV complete list of these people, their coiiipanies and bacL^rounds, 
is included in the prepared statement. 

As a result, the management study Tras conducted with exceptionally 
skilled individuals from a cross section of our SsTation^ whose em- 
^plbyei^^'oritn time 
on an all-expense-paid basis. " , J| ^ : ' 

During the course of worlc, three teams were o^anized to examine 
the budget process, management information ^stems, and personnel 
practices. 

Field visits were conducted on a stratified samplin o: basis to provide 
observations and participative input from 33IA employees in the field 
as well as the central office and from tribal councils. 

Conclusions and r^ecommendations were the T>roduct of extensive 
interviews and exchanges with indi^'iduals at all levels in the man- 
agement hierarchv. ■ ^ 

While 23 specific recommendations have been set forth by the man- 
agement si>ecialist^, several general observations -should ^ be high- 
liirhted. Overall, in spite of many dedicated and hard-worfeing indi- 
viduals, the I^XAT organization and its inherent management have 
failed to adeouately serve the client population. . 

. The intensive examination concluded that there is a notable absence 
of managerial and organi7:fltional capacity throughout the BIA.. De- 
cisions are made on a day-to-day basis without a great deal of regard 
f<Jr long-range planninsr- - 

CommTmication at all levels is poor. Emphasis hns been placed on 
programs, systems, policies, and so forth, while fundamental necessi- 
tie^s of good management leadership have been overlooked. 

This fact became exceedingly clear as over 75 prior studios of the 
HIA w;ere analyzed. IVfany of these prior studies identified th^^^^me 
conditions which still exist, or .existed at the time of the manasrement 
stncidy: I5nt-^orT:easons unexplained^^^^ 
occurred on those recommendations. . ^ ' 

Tt is. therefore, noted that change does not occur easily or quickly 
within BT-^V. In fact^ in the 12 months since completion of the rev7^.w, 
aggressive implementation has not occurred. AJthough upon debrief- 
ing sessions for all key STJL management personnelT members of the 
Commission, and congre^.sional staffs it was generally agreed the. rec- 
ommendations were sound and action should be exercised. 

The loaned executives concluded that some type of forced implemen- 
tation was necessary to overcome bureaucratic inertia. It was hoped 
that Congress would adopt a resolution supporting-^the report findings 
and charge the with responsibility to implement. 



lAja mdepea^ suggested to provide 

support and report on implemeiitation progress. 

jPcrlmps the inost ^g"^^^-"*" aspect of iJie management study was 
the proposed: organization structure, ::wMc^ is basic to attainmg the 
full potential oj5 theother recomm eTvdatiorts. 

The ba^c organizational concept has ,bc«Q. referred to. as a matrix 
lyy some people, since it tends to perinit multiple placement of respon- 
sibility and accountability TOth a greatly simplified chain of com- 

"Without goings into: extensive detail, it permits reduction of BXA. 
area ofSces and increased emphasis on agency-level service delivery^ 
The agency role increases and. the area joffic^ changes to a source_or 
specialists rather than the seat of all decisions. This new role ^ called 
a service center; and literally places line authority directly between 
the local office or- agency and the central office. 



arse, is less personnel ana greater enectxyeneaas. _^ 

"Ce- 




mentation. Too great a time has already elapsed. M:any c5>portcmitie^ 
have been lost. Opponents of change- have had sufficient time to estab- 



lish defenses.. , . , • -I ^ • T 

However, if Congress were to establish, an independent implemen- 
tation unit, as sugficested,: and endorse in principle the concepts of the 
xeport, I believe vdie intended purposes of the GBIA could: be sigmn-. 
csm.tly improved as they translate to serving Indian people. 
• '-Thank you. : - : ■ . " ' - ' 

Chairman -jAjboijrez^ Thank you. ; - 

May I ask a question, first, of you, JTim ? _ - -r* 

Xt would beVcumb^rs^Moae for the Congress to outline a ST>eci±u5 re^ 
organization plan for the administration to follow. It cotdd be done^ 
but itHvouldbe^difficult and cumbersome. ■ __ 

Do you believe that the best course for -the Congr^ess -to follow is_to. 
adopt the principles of the Teorganization plan and endorse the i:^Tn- 
dTples^ and mandate tSie' administration to set .up a teanTto accomplish 
that reorganization. t Is that^ in your view, the best course to follow? 

Mrv :Bxba: TTes, sir, I believe that the approach sh Quid be to require 
the Bureau to pome bstck with excepticmal reasons why they ca^ot im- 
plement the proposals as submitted in'the management xeport. 

We believe that the latitude permitted in that organizational scope 
would accomplish the^bjectives if, in principle, you endorse the con- 
cept-'They can then provide the needed implementation detalil to ac- 
complish that objective. . ■ " 
I think that would be an'excellent way to accomplish^'it. - 

Chairman ABOT7KEZ35U Axe you prepared to go over some qf_the de- 
toils of the recommendations of that rreport— both of you— right now: ^ 

Mr. GoCTTXS-G. Xes;weare- „. ' . ■ J" - ' ^ ^ , 

Chairman Abo-cteezk- I think the first line of questioning would t>e^ 
to ask you in this manner : ■ - , . \! , - _^ \e ' 

. Exactly what do you see as the faults of the esastong: sy^^em of man- 
agement, and how should thev be corrected?: -L-i-,- 

What faults caused the BIA not to provide its respon^ility1» 

the Indiart people? \ '- '^''-c^ -'-^'^ ' Ar, - ; " 

Mr- GoETTOco. I think there are ^several reasons. jMt- Chairman. _ 
, Tiie system of operating^under the budget plan that now exists 



does not include IndiarL participatioru Consequently, there are some 
friction elements aaid iiisagreements caiised thereby. ; ^ 

There are some difficmties in personnel management that create 
in equities ^and disturbances on both liidian and non-liidian employees. 

^lana^^ement information has been outdated and needs to be up- 
dated. Programs need to be centralized at the poinJ^ where decision- 
m aki ng processes shordd be made. 

When these kinds ^of things are done, then the cooperation in the 
imiiication of or^^anization at the level where Indians are supposed 
to l>e making their decisions, the Government should participate Tvith 

?$r X think that these are primarily processes in qualifications of peo- 
ple and experience^ and an organizational approach tliat ini<rht be 
acceptable to both the Federal and the non-^Federal, and the tribal 
governments. , 

Reco£rnition and respect of tribal j^ovemment responsibilities^ and 
:i?isumiri-x that the -tribal councils actually have credibility and that 
r liey ave dependable and reasonable in conducting business in a proper 
business management manner, is necessary. 

At the moment^ I happen to be a consultant to the I*ueblo of 
Hiaguna . Trhich wants to institute a^ ncxv mf^nairenient nccctmtin^:/ 
^eportin^^/xx^rsonnel/records c^ systrem that would pat them in 

.n position of exercisinir any activity ^unrler l^Lib^ Law 93-^633 that 
they mirrht choose to select. - 

So we are attempting to do the same thing^ at the tribal level so 
.that they, themselves, will be in a position to work with,, work 'for. 
and work re^rdin^ privates-activities, so that the <v>mpetitiyeness to 
make a enable community at the commimity level is on a prior competi- 
ti\'e understa^ndinff.. " " " ' . 

,\ These are the kinds of thin i^s that T believe are causing* the prob- 
lems and ou<rht to';be resoXved-=It takes work on both sides. ^ 

To me. the low morale^ -in" terms of Indian preference has been a 
<rrefit concern over; a^ huifTber of years^ and certain law cases have been 
used to rifeolve the problem. DBxit*^we believe*there is a way to establish 
it. and we do Imve a flight short presj^n tat ion of the "bud<ret. per- 
- sonnet, management . and management information if you would care 
to do that now or go into questions — -whichever you would like. 

AfT-* T^TBA* T just want to respon^i verv briofly to your qut^stion also. 
At the risk of oversimplification^ I think there is a great xinderly^n^r 
problem that exists, and I think we have addressed it in many dif 
fe^Tont' wavs and tried to focus on it. but' perhap5;.it is not dear. 

OReisrardless of all the things we talk about which are- tecKriiques 
jf>f management, and vririous approaches for improving:. the manage- 
ment- svstem^ there is an imderlying shortage of trained management 
I>eople. ^ • - 

T don't mean to discredit the existing Bureau personnel. I think they 
are doinir the best they can without having had'^formal management 
backirrotmds. * * ' ^ ^ " ^ . ^ 

The need for leadership and management skills to implement, the 
concepts and ideas we have talked about are perhaps the most critical 
in/rredient to the whole process. ^ 

The thin^^s- JRay talks about cannot be accomplished unless the 
people in the responsible positions jfirst have the imderstanding^ of . 



-vviiat we are trying^ to accomplisli and tlie knovrledge and ability 
and eocperieiice of lio\r to get them installed. . - 

I t h^-nlr perhaps now it would be appropriate if we turn to our 

presentation. " ■ ■ -, ^ ^ 

Chairman Ajbottrezk:. If you will go through your slide presentation, 

then we go on with the questioning after that. . - _ , . 
[Slide presentation of American Indian Policy Review Gommission, 

Bureau of Indian Affairs Management Study.] -it 

Mr. GoErrrxNG. Mr. Chairman, I would like to start specificaUy on 

the "budget system. , ^ j. -i- a xxf - 

The process now being used by the Bureau of Indian Affaars is 
referred +o as the band analysis. In short, this system was designed 
for the purpose of allowing tribal input into the budget process. 
Chairman Aboxtrezb:. What specificaUy does band analysis mean^ 
Afr GoETxrvG. It gives three columns on any.sub3ect listed otl the 
band. It shows the relationship as to whether they get a target^figuxe 
and whait money they may ex]^ct to receive; whether they get 5 or lU 
percent -less than the target figure or 5 or 10 fpercent more tjan the 
tar«n;t figure. Theii there is a coliunn that is" referred to as the total 
' nee'd So tlie tribal representation could modid^s^ in any of these areas, 
their exp;cession of priorities and the amounts of money they would 

^^^^airinan Abo^izk. How much of . the total money allocated to 
tribes isput on the band analysis ?^ . , , ' , 

Mr. GoETTTN-G. Our study indicated there was probably slightly less 
than half of the appropriations actually listed on thebud^t._^ 

The difference -between- banded and unhanded items -m^the present 
process is the- fact that the on^r^^inir recurring items are the onlv ones 
that tiic tribes were allowed to participate in, in regard to the adjust- 
monti=. This means if thev didn't eet enough money for all of it. it. 
went into tlijc existing operations on a continuing basis. Tnoai objec- 
tions were ver\' plentiful. ; ^ -i" , ' J- -4-1 
Tlio imbiinded items actuallv are ihe needs on the l>asis ox capital 
improvements, construction, setting the stage for fun\ling those items 
that are not normally being conducted at the moment, and additional 
needs>.s the tribe mav deem tliem. - . ' ■ .- .•, 

Ti^'> tribes *->bi^ct to not ha\-in£r the oppojrtunity to participate m tue 
development of the amount of money nccespar3- to conduct tlio^ ac- 
tivities. So thev have objected to the division between banded And xm- 
banded items for their participation. ^ ,.r 

Thev would pref er a zero-basebudget^ , . T , * 

There is an exhibit attached to my presentation Avliich shows a two- 
pliase budget pro«entotion. stemming from the reser\-ation and tribal- 
level as well as the agcncv level of the BIA. . 
' Tliere are examples of the Laguna Pueblo request: how they par- 
tiHpateci in the present process :.and what tkey think of it. They havea 
position paper and an obiection. Thev have submitted their own 
budo^et banded and unhanded items as they see their needs. . _ 
So the example is in the material that we have presented to tlie 

committee.'- • -. ^ ^ ' - - 

Tiio'se are not peculiar to one tril:M2. They are almost- unanimous in 
their decision that the present budget system doesh*tr permit particii:)a- 
tion to the degree desired. - 



/ - .: ; 16^ : -..f • 

T^^reoi^mzatioii of the budget activities -n-ould encourao^e par- 
ticipation and find the needs. «"^wt«rae,e par 

^ A.t I-aguna, they presented their own budget operation, and it reflects 

fhlf^'^^Sl^^^i'' -7-'^ ,^^?'^^^^^ approacb to the declaration of 

^* ^^^sUghtly greater than the BIA amount, the 
S^^J. V * J^t? "^^u ^ attitude that if you give a zero-base budget 
opportunity to the tribes, thev\vill ask for the moon. ^^^^^ 
•R«'tJ« « "^^^ ^^'f studied to death, as well as the 

iJureau. Xhey have long-range planning capabilities, because thev «x> 
to ever> -governmental office. They have the caoacitv and capabHitv of 
v^SSS long-range requirements. They bave those documented 

-^^^^r^S^^ smaller tribes or agencies may not be quite as ^ell oS and 
need help f rom tne Bureau, but they theii can adjiJst their annual rc- 
qmrements to at least keep on the track and have some confidence that 
»^JPProachmg the goals they set Tvhen they determined their- 
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This portion of the planning process and this portion of \the bud«^et 
process es not coordinated an^ is one of the bighlights of the recom- 
mendations. It should be integrated into a new budget plannino^ de- 
velopment program ^for the Bureau and the tribal c^mxnunity. 

Un tills slide we have a process which shows how the flow of doc- - 
umentation would be. Tliey are summaries. . 
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Wo feel that -the tn^ requests and the Bureau Tcquests^shoiild^be 
separated so that Tre -would actually know hoir much administrative 
costs are- bein<3^ expended by the Bureau. 

Chairman Aboxtkezk. That is not happening noir. 

Mr. GoETnxG. We do not know that. In the study, tvc could not find 
that out. \ 

The manner of presentation of line items in the budget doesn't dis- 
tinp^uish between administration overhead, indirect expense, direct 
costs, and the progress reports measurin^: performance and production 
and accomplislmient of any particular objective set by the tribe or even 
by the Bureau. 

We believe tliat these are necessary in' the accountings system. There 
-'is a standard sample form, the one that the Pueblo L.agim.a has adopted. 
. in order to get at tliat very information. 

It is ironic that the Bureaii requires, in their contracting processes 
under Public La-w 9^5-638, that the tribes have such indirect expense 
ratios developed in order to determine how much they might have to 
have for administration and how much is actually chargeable to direct 
expense. - * ' 

There is a specific requirement under the contracting process that 
imposes a detail similar to that wc are recommending. 

It is ironic that the Bureau doesn't follow its own instructions 
within itself to pro^-idc that information. We were imablc to find that 
in oi^r studies. * 

- Chairman Aeoxtrezk. With respect to that particular reqnirement, ' 
it seems to me that that would be possible to mandate by legislation. 
Tfe may not be able t-o do the entire reorganization by le^slation, hut 
. i think we can take specific portions of it and mandate it. 

Do you concur with that ? , * - 

^Ir. GoETTiXG. In the 1934 Indian Reorganization Act,, the intent 
was that there was a separation between what the tribes- thought they 
ought to have and what the Bureau or the Secretary thought they 
ought to have.-so it came to Congress with a . requirement in the law 
actually asking the Secretary to notify the tribes what the request was 
for each program affecting that reservation. 

Tlie.law was never followed to the dcgi-ee' it was intended in the 
hearings of tlie 1034: act. 

As* a matter of fact, in the discussions with OMB, in one circular of 
instructions .they, had the Secretary could not release information 
* about the budget prior to the announcement and ,the declaration of tlie 
President. But the Indian Keorganization Act actually required them 
to do that in advance, so the exception was taken and the Indian tribes 
were excepted from that OMB circular requirerbent. They found they 
were in violation of that 1934 act. . 



ERIC 



PROPOSED LONG.RANGE PLANNING PROCESS 



m 



9fm 

tUJ 



>4l 



mm 



m 



.1N(MT|«0» ' 



iu«t«v 



cmiOATiox 



WW 



r " — ■ " " 

*ClNCVI(VI[ll 



IWlTiU 



.TOTAimcos- 















TOtAlKiOS 








'iSUi 












oivtiono 























AI(A«fVI(W 
AmOVAliUQ 

eotdiuoATioN 



lEvnw 

CONJOliWfO" 



COm«CnCXUV< 
TOTAL MtOS 
AMAltWU 

mu ' 



COMHtHttlStVi 












TOTAL flHDt 




CtNTUl 






MiLVVSiS 




C"IC( 




DiCONClllATiO* 


D(vtlO»(D 




ll(VI(W 






rOMNOM 













Ac 



lAMQANAlVSt 

iuhoonw 



I 

I 

I 
I 
I 
I 
I 
I 
I 

• I 

• I 
I 

I 

I 

I 
I 

r 

I 
I 
I 

I 
I 

I> 

i 

•J 



;:i,ERic^:;'^';;v: 



90 . 



20 



ThissHde demonstw^ 
up the compilatioii of the budget and -wrho must participate in the de- 
vSopmentof it. It is so multiple inits scopethatit can hardly be d<me 
other] than at the local leyel where the Indian input is actually 
effective-. & 

^ ■ I . , 

rMKfSEO OflGAMIZATIOH 

CCNTRAL OFFICE - 
FLANKIfttC AMD BUOCeTINC . 
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•Thi^ slide shd"ws the kind of coordinated organisation we woiald rec- 
ommend in the BIA.'s central office. J" 
Chairman ABOUiffiZK. We can't read the print on that slide from 

Mr. GoETTXS-G. In the planning aad budgeting process, we believe 
that several of the divisions of the BIA that now esist ought to be 
coordinated a little closer. ' " ' , - mu 

For instance, on the left, we have inter govern mental relations. 
is a; function of that going^on. But how HUD, for instance, and how 
housing-activities in the Bureau actaally get together in a govern- 
mental agency ought to be considered and rSated more directly m tJie 
preparation and operation of the budget. , ■ , . , 

The second one is budget and analysis. The historical records wJucU 
accoimting reports should have^ should give some historical pr<jg^ss 
being nmde to long-range goals so that project-by-project completion 
ratio 'malysds of performance and accomphshment ought to be evalu- 
ated and used from the experience in the basis, of the preparation ot 
the next budget. ' - ^ \ _^ 19 

Mr. FuNKE. Is this diagram m the management study lx)oJ£5 

Mr. GoETTEfG. It is on page24: of the managemmt. study book^. 

The third item from the left is program and service planning; 1 nese 
the con^derations of the long-range plans of tnbal operations. . 
, There is one thing about the BIA definition of the goal or purposes 

'fef-BIA- ■ " ' ■'■V'"' ' ' ■ ■ -'i " r^- 

■ In one of the areas, you will find a recormeadation t^^s^^ 
statements be prepared and developed for the Imowledge o aU otthe 
BIA. employees, as 'well as all tribes ' and congre^on^. com^^ 
mvolved^^on spedfie i^ 

consistency in interpretations as to where the objectives are actually 



Tn the last item, the tnist planning, e^ablishment of the trust re- 
sponsibility is one thing that the tribes have emphasized — the need to 
protect anS the guidance in governing that they want to retain, and 
the protective services that are necessary until they decide they are 
capable of handling their own assets. 

But the production and the trusteeship should influence the' pro- 
posals of budgetary requirements because of the objectives set. If all 
of the objectives and goals were set on a long-range basis so that the 
trust participation and protection could be analyzed and inserted to 
the comfort of the Indian tribes "vvho feel that they need it and vrant 
it, it would be a real item in the budget process in the money and the 
"^responsibility. 

' So far as the recommendation^^ere concerned, this represents the 
zero base budget and the participation and the support of Indian ac- 
tivities on the" budget materials. We believe that tlie management in- 
formation collection system should be available. 

"We get to the management information collection data and process- 
ing in the management information section. 

The n^t slide is the personnel management operation. 

The recommendation is that we strengthen Indian preference. Ac- 
tually, we believe that the Indian Preference Act of the 1934 Indian 
Reorganization Act and some of the cases and decisions "handed down 
bv the Supreme Court are all in the spirit of the intent of Congress- 
TlieBTA. shoiild eventually be staffed by qualified Indians. 

We believe that there is some abuse of the operations as now per- 
formed. Rather than strengthening, providing of better qualifications 
and position descriptions should be accomplished- 

The processes themselves need to be changed and modified in_ order- 
to exercise that requirement which would give Indian preference to 
those qualified people. ^."^ 

The 1934 Indian Reorganization Act required, by Taw that Indian 
employment should be made without regard to Civil Service Commis- 
sion rules and regulations. 

In our consideration, we have considered a new Indian career serv- 
ice. ' - ■ • -- ■ . 

Some resistance has been voiced with reirard to this, because it im-^ 
plied that there would be no regulation. We believe that the type of 
Civil Service Commission regulation should be retained, ^except it 
should be balanced with tribal employment and wage rates, tribal leave 
and retirement, tribal benefits and annuities similar to that now in the 
Civil Servic^e Commission. But the- qualification standards should rec- 
ognize particulars and the elements concerning Indian sictivities, res- 
ervation experience, language, or a number of other things peculiar 
to the Ijidian community that are not now in standard qualifications, 
as published by the Civit Service Commission. 

We believe that the recruitment, program should be improved, spe- 
cificsily for attracting qualified Indians. 

There is some belief and some implication that there are no" qualified 
Indians, and that liidians always have to be trained and educated in 
order to take over and that this*i=^ u process yet to be completed. 



Chairman Abottrezk. May I just interrupt you, Kay, for a minute? 
. I want to introduce some guests \ve have up here. These are the Girls' 
Nation representatives from South Dakota and Montana. 

I will introduce the ones from South Dakota : Bridget Corrigan 
from Yankton and Tami Stradingei* f rom Spcarfish. 

John Melcher vnM introduce the two from ^fcntana. 

Senator^MKLcnER. Gwenn Smith from Missoula and Monica Cadil- 
lac from Butte. 

Chairman Aboitrezk. They are ex officio members of the commit- 
tee today. fXifiuq)iter.] Sorry to have to interrupt. 
Mr. GoETTixG- It is: a pleasure. Senator. 

"^Vlien Tvo walked in and saw who was sitting up there, we were not 
exactly disturbed, but I think the situation has been greatly improved, 
f Tjanghter."! 

Xow, if the influence of the pro tern additions to the committee is 
i'nflncntial, we will have accomplished a great deal. 

Chairman Abottrezk. Tou are anticipating no tough questions from 
them. fTjaugliter.l • 

Mr. GoETTixG. Incidentally, I presented a prex-iew of the final report 
of the Commission to the Ijaguna Council on the very day that they, 
were havinir Touth Day...XheJbLi£:h^chool had just elected the entire 
staff of the L.aguna Tribal Council and its officers, so they were attend- 
ing the Council meeting. The acting governor of the Vouth, sat by 
the Governor — and so on down the line. ' 

Wlien I was through, I had more questions from the Touth Day 
officers than X got from the council. So I think youth today is really 
interested in contributing a great deal, and we hope that they observe 
and pay attention to the problems that they will face when they be- 
come operations of the Government or the municipalities in which they 
live. 

T think T was talking about recruitment, and T mentioned the fact 
that' the Indian commtinity has a great number of qualified people — 
attorneys, particularly, and educators, specifically. 

TTe feel that 'the concept that Indians still have to be trained to hold 
po?;itions in the Bureau is not as serious a necessity.as one might think. 

TTe believe they do not apply to the Bureau because of certain bu- 
reaucratic loginess and certain aspirations they have to serve their 
own people. They feel there is a restriction, so' application from tJie 
ireneral Indian qualitiiErd community is not as plentiful as we would 
like to see it. ' 

The recruitment from the Indian community;* w<j believe, ought^"to 
be -emph?rst»t^. -Certainly-we-^ obiecting to the inseryi<»e ' prbr 

motion privileges, but sometimes we feel that a- i>erson whd spends all 
of his life in the Federal service worldng his way up from a low grade- 
to the top g3*ades in the Bureau — ^well, the reservation experience, the 
cultural experience, and the communitv operation and competitive 
activity has not really been experienced by them. A training program 
for their :understandinf3r of that activity should be instituted. We did 
not find a viable training program available to the employees of the 



Tiureati, There have been several attempts made at it, and the Depart- 
ment has some executive training pro-ams. - 

But what we reallv believe is necessary is that the experience of 
the comj^titiv-eness tliat is going* to be required to establish a self- 
. sufficient ^community at the reservation or tribal level is ne<sessary in 
''order for them to administer and provide technical assistance, ^ 

' In Public X-aw 03— 63S there is a provision whereby training of BIA 
employees could be made inx)rder to provide technical assistance to the 
tribal people, ' 

That seems like waste of money^ because in' the outside world there 
are teclinical assistdnce organizations, even Indian organizations^ who 
Imvt^^ technical assistance capabilities to prox-ide to tribal people ^and 
who haye b^fen in the competitive service and organized themselves in 
the communities in which they exist, to compete with mjanagement 
consulting firms ajid educational activities, and so onl 

S<r^he resources that should be available to the tribes should and 
could come from there, as well as from the Bureau. 

There are techniques developed by industry to determine manpower 
roquireinents— rtlie need for certain disciplines and the development of 
qualifications and training and experience necessary to perform specific 
jobs- . ' ^ ^ - 

We believe an approacli of this nature is absolutely essential iii the 
BIA personnel manaa:ement system. 

We believe when this equitableness of operational procedures is in 
effect, it will en coll ra^e Indian participation. 

I would like to point out here thatrtliis is not to be-considered that 
the non-Indian employees. of the Bureau are not wortli while and not 
l^crforming. There are some highly dedicated and motivated em- 
-ployees in the Bureau, an^we appreciate their operation. The liidians 
d p no t object to having them. 

What we do object to is £lftt^^when there is a preference requirement 
That the position be fiLlled with an Indian and this sometimes results 
in a reduction of ^rade and the quality of performance in the posi- 
tion. Tliis is an unjust requirement, not only to the person who occu- 
l>ies that position, but if they lower the grade they don*t provide 
the service that the ori^nal grade level should have required, feo they 
not only deprive the Indian community of that service^ but they ex- 
pect high-level performance from someone whose qualifications are 
Jower than required, \ ^ 

\ TTe did have an example in the field' where a grade 11 was lowered^ 
ro a grade 9 position. Neither of those position announcements at- 
tracted any Indian applicants, so they lowered it- to^ grade, An 
Indian applicant appeared* and they employed the Indian. 

But if ne was only qualified for a 7, when the job really should have 
been an 11, then botb the Indian occupant of that position and the 
Indian commimity were deprived of the qualifications for the position 
that was necessary in the first place* 

We feel that should be adjusted. 

The next one is management information. . 

We don't have slides identifying the personnel management and 
the management information recommendations-^ but we will show you 
the result of those on-an organization chart shortly. 

In the management information section, we have comments about 
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perfonhance ratings, primarily so that management can determine th& 
tj-pe of staff, the etfectiveness'of that staff, the performance, and the 
I personnel procedures requiring performance rating, TVe do not believe 
that is an effectivefprocess at, the time. Thos(5 requirements are not 
carried out specifically. Supervisory action is not specifically required. 
The people ^vho make the performance ratuigs are supposed to talk 
to the employees. Generally that may occur, but riot simificantly in 
terms of establishing low-level ^ades and ratings as to ^vhat should be 
done. A viable process of clarifying and improinn^ that employee, 
because of low ratings, is not designed and is not effective. 

When that is not done, the supervisor who grades tliat employee, 
his supervisor does not grade that supervisor to determine wliether 
supen'ision of employment is actually effective and wlfaf. is done 
about the inadequancies' of that supervisor to carry out training and 
correction of weaknesses in grading. ^ • 

So the supervisory responsibility needs to be exercised and needs to 
be recorded. A process needs to be implemented to require it so that 
action can be taken. It should be coordinated with the training pro- 
gram and the internal operation of development on a career basis. 

In management information, communication between the organiza- 
tional levels right now is very poor. The line and- staff fxmct ions re- 
quire too many harids to' resolve the problems that come up the; 
ladder. -v-^ * 

If the'delegation of authority and the rearrangement, of the orga- 
nization were actually implemented, much oi the solution and the de- 
velopment of the elei^nts that require consideration in providing 
a logical solution to ^aiy problem may provide the answer at the 
lowest level. " ' / 

In the absence of that, for counsel and advice, time-consuming re- 
lationships with an area office at the present time is a slowing process— 
a bottleneck— before the decision is acfiially required of the central 
office. We believe that^ that could be shortcuttcd and improved. 

J)istribution of qiialified people to the agency level would provide a- 
similar capability a:t the agency" level. So if the agency staff were up- 
graded and quafified to the same level, we believe tjiat the decision 
process, then,- would be applicable! 

One of the procedures by which management information is col- 
lected is the automatic data processing iactivit v. It is located, for the 
Bureau, in Albiiquerque*!N13Iex. -1 — — 

We had with us an individual^who was riot onlv an inventor of sorts 
but was a professional developer of data processing equipment foT 
Honeywell. 

Chairman Abottrezk. With regard to data processing, what kind 
of information is on that Albuquerque computer setup ? 

Mr. GosriTixG. Right now, they are using it for accounting and per- 
sonnel activities and payrolling — a number of other things. 

Chairman Abourezk. Is it working fairly well for that purpo.se ? 

Mr. GrOCTTTXG. As far as I know, the processinir of payroll and 
checks and distribution and that sort of thing is timely. 

I find that the a^ifencies have to maintaintj^tiir own acrnountin^r rec- 
ords on a cuff .ba.sii?. because of the s1oto€§s ofj^n^ of the in^" 
formation into the data processing. \ \ 
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Tlie organization in Albuquerque actually says they put' out tlieir 
reports on a timely basis. But it requires s<rmucli reconcilement be- 
tween ^hat lias actually been 'done at the agency level and Tsrliat ac- 
. tually got into tbe records so far as the processing was concer ned m. 
.„ .- Albuquerque that a great deal of reconcilement between the two is 
• necessary for them to find out where they stand. ^ ^ 

Chairman Abotjrezb:. Do they have other information on that com-* 
puter setup or on any computer setup, such as land inventories and 
leasing information and things of that nature? Is that on any com- 
puter setup? ^ , , , 

Mr. GoETTTs-G- It was started, but I don't thmk it has been com- 
pleted. - J5 1 Jf* O 

Chairman AsorrREZK. Do they intend to put that on in final fortn? 

Mr. GoErm>rG. Yes. , ' ■■■ ^" - V-t -r' 

Chairman Asottrezk. TVTiat other mformation should be on the 
computer that is not to facilitate management in the BIA? ■■ 

'Mt. BrBA. As a matter of fact, at the time of our study they had an 
excellent plan with the one exception that the time frame was so long 
that th€^ bcnef ■ "rs wouldn't be realized for years. -r -i t. - t 

• It was the recommendation of the study that that should be imple- 
mented much faster. In the opinion of our experts, it could have been 
implemented much faster. ' -i -i jt j.- 

Tliat goes back to a point I made, earlier that a great deal of time 
has already been lost and opportunities have been missed to utilize 
the capability that is there. / - 

* Chairman AnorrREZK:. There are son^e findings that the J^JLA. com- 
puters are extremelT outdated. / • _ _ 

Mr. BrBA. That wasr-correct at/the time of the study. I have no 



knowledge of what it is today. ' . .j. - 

. Chairman AnorntEZK. They don't contain resource information^ 
What critical program information do you need? 

Mr. BinA. As I understood, that was the documentation of how the 
program itself was written., so that some other technician could come 
in and analvze what- the hardware was doing. " ^ 

IFTt other "words, the software did not have complete documentation. 
Chairman Aboxjicezk. I think you say there is no interactive <^m- 
puter svstem. The various agencies and tribes have no te rmin als whicn 
contain information from a central computer. " 

-Mr. BiBA. Exactly. / V. 

Chairman AjBorTiEzic It would seem to me to be An extremely im- 
portant function. If the tribe* f or^example, wanted to find out infor- 
mation oil land lease — ^what. is available and so on— that they have 
these portable computer terminals. : \ 

They are .very easy and very cheap to install. They can rgo into a 
central svstem to find out tihat information- _ 
'. IVfr. BrBA. It is called real time data processing; however,^ it rc- 
qiiires a more sopliisticated base unit. The present hardware, or the 
hardware at tlie time of the study,, was no$ compatible with that kind 
of an operation, which as you point out is an ideal thing to have. 

Cha-irman AnoTcniEZK:. It would require an overall computer plan 
to put this in effect. ' . 
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Mif. BiBA. Exactly, ^ , ^ 

^Chey did liave the plan, but it -was not a plan for implementation. 

Cnairman Abottr-rztk. It "was just a plan. 

Mt^BibX. That is right. 

. Chairinan -Abotjkezds:. Another statement.you make is that proi 

XQformation passes from the central office to the area offices an<f fre- 
quently^ts Bottleniecked at various points along the way, causing- de- 

Ja3rs and mefficiency. I>o you wantjto comment on that ? 

• Air. Btba. I think it is self-explanatory. «° 

Mr. GoExrmcG. It causes the reconciTement I was referring to-in re- 
gard to the current information for management use at ajzencv and 
tnbal-level- ..^ / \ 

^ Ch^rman Abotjkezk:. X«tjme go back to the budget planning. This 
" ^ ^S*^ for Senator Melcher's information, because you have sQreadv 
testified to that.' . 

^ But as I understood you to say, the overall, management system con- 
tains no overall priLan f or tribal use or the benefit of the Indian tribes 
for the future. That mangem^t decisions are made on a day-to-da^ 
basis, catch-as-catch-can. Is that correct ? ' 
. JMr. BrBA. Xesj'sir. ; - 

Mr. OoETrmfG- Yes, sir. 

' Chairman :ABOxjiaEZ]K. That particular thing shoidd^be- with the use 
of modem computer techniques and so on. With modem managements 
tcchmques it could be overcome- - 

Mr. BiBA. It is a philosophical thing as well. * 
The present outlook is m terms of a budget period, and that budget-^ 
penod happens to be a year. Sure we are planning ahead for the<follow- 

year and so forth, but everything is locked into that kind of a 
cvcle rather than having the ability to look forward to 4 years or 6. 
years .past a budget period, and that is the missing link. 

Chairman Aeottkezk. Xf the agency itself does not look fbrwaird. 
It IS extremely <^ficult for the tribes to attempt to look forward; is 
that correct? • " r 

Mr- BiBA. Exactly. ' ' ^ 

Chairman A:BOTiEiEZTC. Therefore, they are caught in this "Catch-22" 
cycle where they could be the beneficiaries of good, efficient manage- 
ment and planning and they become the victims ox it. In a lar^e 
sense, they, get blamed for being inefficient themselves. Is that correct?- 

M!r. BiKA. Correct, , 

Mr.- Gk>ETxr>7G. There are a mimber of tribes who have an extensive, 
sophisticated, long-range planning capability, and they do have it. 
But there is no \K-ay Jx> insert that into the budget system of the Bureau 
because it doesir't provide any further than the budget year available* 

Soit Just doesn^t tie together yet- . 

.Chairman Aboxjrezk. In your next area are you going to cover the 
reorganization of the area offices and the installation of service centets ? 

Mr. GoEnrmsca, Yes. 

There is one thing^T would likeJ;o say about data processing before 
•we leave management information.^ - . ^ 

In my more recent experience of trying to put-in a system at the 
pueblo of Xraguna^ we are securing time on data proceissinkr operations - 
•from a company whose sole biisiness is to operate and utilize l3ie latest 
equipment available^. * - . 
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^ the art o£ the iar^^ 

iast rmoving that it appears to me pej^ the managemcat 

.^dy; tl^the BtA. may be better off to lease ^age and tame 
iStol^ operatioiL like San Franc^, Y^^^^C. 

and forth of that would be cuiMit ajid Tisable and av^^ 

■f^^^^S^^ckage woiild be immediately adaptable tci the state 

??§thJa^^u puts in its own system, it begmsix> beobsoletewi^ the 
veS next invention that comes along. The reason it is slow bemg put 
in is because of the availabiHty of money. They^ ^^!^^^^^^^ ?W 
wheh the availabiUty of money not to put^m the hardware in 
a vear when they don't get quite so much money for equipment^ ^ ^ 
^i^Siy, we coul£>t JBnd in the bijdget where that eqmpmmt 
^^pl^^sed to be purchased. I don't know how they arrived at the 
Tndriev and when they did — or if they have. : - ^ 

sSSepo^I Ma-mak^ is that the Bureau may nofnecessarUy 
ac^^»^^re ?S^et^?the buaness of providing management 
iS>rmation through the dat^proc^a^g-op^ r . 

^Tiere are a lot of people in the business: EEoneyweU, GE, Westmg- 

^HcS^iS^^TiRE^ I^easing a central ^Siminal rsomewher^let 

'" l^a^ y^^ could buy and then plug in at 

ejach agency level. . . . — 

^ig^^llli^^ Wotad tlmt T« a fairly decent cos^^ 
^Tg^t^^^^ it be a very decent cost. K^onld be 

ve^i^^^e. I beUeve it Trordd be scattered over a peyiod of tome. 
T<--ocrtnlfl Tiroveiust as successful, if Jiot more so. \^ • - 

^ I beHev^t^^Siimstraldve^ o^^ and expense that now^sts 
in the o^^onaSd^aiiitenance of the equipment itself would not 
S ^S^^ I really believe that it would be cheaper, and it would 
^ m^lSSei^eJ years %^<>^^l?r^ the currer^t, izi- 

«rt^Mrl of another ontmodedvobsolete set of ^tupment. • _ 
^^^A^-cKEz^ Tf there xJereVfor example,- a new inv^^ 

Sme^one: that the agency thotight would be a lot better, ^ey 
S^d^^r^at to a diSit cenlxal^omputer at nmmnum^cost. 

T£;^S?;^n*;t nearly so expehsWe, a^d ySu could'put th^ 
I an^heS^th a teletype wxt^ between the 
qa^on and :5et the answer back immediately. The mails would noc 

vou^^^^e^^cy level, sent^to the area for re^ew and audit. 
■ ISdTWtoih^c^^ it ever g^ts paid. THien it^mailed . 

^?^nver to the Treasury Department for issuan^ of a che<^ ^ 

^|^m^^™^g iX^ significant part <>lt^^ <>P^?S^iPJ^'^^| 
temSw^ouldelimSatethatif t^^^ of respo^bi^^ and 

^^^^vins omce^s activities were at the proper ^^^^ 
^^^^^^tjbe:^ Would you like to prpceed with your slides? 
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regardless of Tvhere it may be located^ to provide what we are- recom- 
. mending: as administrative service. So if we^ had the admirdstxative 
services with terminals in various locations closer to the agency^ with- 
. out haying to go through three steps, it now would only go to one^ 

Chairman -AjBOtntEzK. I want to ask some specific questions on this. 
. !DirectIy below vthe Assistant Secretarn^, you have in Washington in 
the central office legislative affairs, i>lanninff and budgeting, and a 
legal office* "Would that mean the solicitor in Sie Interior X)epartment 
would he moved over and under the Assistant Secretary? - : - 
. IVJCr. OoErrpco- Yes* We find, that now the 3IA is without coimsel 
who spends his entire time wit^^ 

Ghaimian Aboxjkezk. And this would have an eye toward separating - 
the Bureau out of the InteriorDepartment in the first place* 

-IVlrr OoExixs-G* That wasn't one of the management study ^<^^ 
They did ^iot comment on that in the management study^ 
" ' .However, the elements that ntaLke a good organization to he self- 
contained atre there, and it wotdd operate whether or not it was in the 
Interior. _ ^ - ^ 

Chairman?, Ajbotjbe^k^ What would the Indian Rft^-t'--T^AT TTtiTi<rf ,Tf^-o 
Office he for ? What would be their sj^ecific duties ? - - 

J Mir* GroisTTTN-G. Primarily to adniiiuster the contracts or the grants^ 
' Chairmaja A3BOTJKE2aB:. Tinder PubH^ - 

^C hairman ABomrRzrr, How about the Office' of Admiiiistxation? 
V W ould this be the overall pei^i;mel ? 

JMx. GoEETOrG- Personnel, m s^rk si.Qt>m <^ ti t information, accoimting, and 
reportmg^ 

Chairman Ajbotxrbzs:* The heavy hlack line going down to the second 
layer, would that^series of offices also be in Washington, or wotQd they 
h^ somewhere else ? . . - • ^ ' - , ' / " > 

. ,JFor .example, education* Would that be centralized hefie? 
\ Mr. Gk>OTXiK^G. Yes ;it woul^ . ^ / 

Chairman Ajk>tx:*E2k:. You have sis: regional service centers* "They 
woidd replace area^offices* : 
, IVlr* GoEri±yG* Yea*^ > \ 

"C^hairman Aboxjetiz^ 
]Mjr* GcOETTENro* To 'do the administratiTre work tliat we now find in 
lire oentral ojffice deration in vA Ibuquerque on the data processings 
activity* - ; ' . :r ' ^ ^ 

We beheve t^ eliminate the Albuquerque data processing asf 

such -and exteind the terminals to the service centers, titie pa3rmer£t' of 
vouchers, processing jof payrolls^'and that-^brt tlmg would-be sub-**^ 
divided into six — br^ whatever tJtie necessary number .might turn out . 
:-to^heu""" ^" / .- ■ ■ ; '^'^ --^'^'^ ' 

So the responsiveness and the layering ef proces^ng of docnmentir; : 
tion for management infortnatioh would more prompt* It would ''be 
by wire, and it would-be close. It would be available as, if,l and when 
itr was-needed^ ; . * i X 

Chairman Ajboxtbezk* Wo uld €here he any other ^pttrpose for the 
re^onal service cent^? "Would iihey Be there for other technicastl 
ii.<g=nstauce, such as engineering? ' / ^ 



:SIt: Goetteng. Yes. We beHeve that maiuig^eiit c^stiltir^ W 
te^c«aassistmce in special :fields that e^ost m regard to the Bu- 
xeaSS^rust responsibilxSes siiould be there where justification for 
fuU-time employment might not exist at an agency leveL ^ ^ - 

BrBA. Simply stated, it is economic deployment of personnel 
Rather than hSraig speciaHsts at each local service centM-, they 
coS^^^^^r^artl^ in a .r^onaJ: headquarters.and made 
ft-vAnable as reauired to the local service centaBr* \ ' . ^ 

ChSim^^SS^. Joint Use Administration— what is that par- 

Tlmt actually is the office that exists at Flag^ta,ff 
3y between the Hopis and Jfavajos. There is a jomt 



ticular office? 

Mr-xGOEXXEXG 

for the controversy 



iise area, designated there. . ^^2^^ 

Until that problem is resolved, we have tliat offi^ ^, ^ « 
Chairman A^xjioEZKi. Tlmt is the oiay purpose for tl^ 

Al-r GrOETTTS'G. That is the only one. i ' /. _ ' , ' 

Ch:iiSian ABOtnuEZB:. Human resources-^jwhat is the purpose for 

*^Mr GoETTEN-G. That is the devdopment^ of the human resource 
edu^tic^^^t education— the development of people, qualifications, 
^d^S^There are a lot of pro-rams thro j-htibe ^^^^^^^^ 
Snt^^S^i^ that should be coor^ated with r^rd to the pro- 

^S^^S'^^i^lS^ XaturaV ™rce.c^would tiiat contain;^an 
inv^^^f iSS^^f various tribes? What else would it I>rovide? 

lS/^Emi.-G. It would be the development of the mmera^ W 
thelSsSs that belong to the tribe in order to provide a self-sufficient 

^''^I^' aS^^^ Would it include geological engineers in ^ 
offi^^ritwould be similar to the regional service center, except- tb^ 
it would soecialize in natural resources? r. ^-u ^ 

^^^iii^G. .Yes: It would be a function that ^o^^f^^^t^ 
spOiSSbm^^the central office. Staffing, of course, would be where^ 
t>»ft T>roblems are and the situation exists. , ^ ■» 

ChSS^ ABOtiKEZK. Trust responsibiHty— would that perhaps be 
thetrust' coimcil authoritsr ? ' ^ s+ « /li-f- 

Mr GoCTrx3fG. As the trust council authority, it as a. little bit cut 
■f «>T^Tit with the lecai block that we have in the upper Ime. . _ 

S^^Sp^^bilities now, with„iespect to the prote^ve de^ 
:6f the ISt?^ the assurance that the operation of ^ose.^^ 
of tribaltStivities are to the benefit of the tnbes and not dnmmshe^ 

Tt is^ ^Wi ve device. It is a policing device. It is an enforcement 

^^Th^ shoulld have access to the legal division that is established for 

^C^^mlS*A30T7Ma:K. ^lat is in the ceiitral office. ' 

^S* B^O^iitd I'lo^Sclc one moment to the two program axeas— 

'^\''^S^^^^^^^^^^^^<>s^ ^ where the pxogx^ 
decisTo^^e^lace-between that office and the local service center, 
in a direct . line Telationship. - . 



^^^^;;T^ tlien, is not a conduit for program 

activity. They axe merely a source of assistance— ^technical' serviceis 
and what-have-you. 

- Tnkt is t^ •m5tjr>T- f'lrtinfrn lyt'^.w^Tt t^>isi >rt,rfnin^-rni:^r\n ajld the exist- 
ing orgnn jzati^n. Present^, program functions — which we have con- 
- Validated into two genc^ric terms call«:d human and natural resources — 
aro^ now:. dire<^y handle with the local service center. JECopefuUy, at 
some ftttiim tiine, with. the tribal council directly-r—^iiixinatin^ the 
local service c^ter.. Xbat is a far-off ^ture hope;.c that the head- 
quarters program decisicm. can be dealt with directly through th& 
' recipients- _ _ / f . ' 

Xhe intoiom iinit^ the r^^onal service center, is merely one of sup^ 
port and assistance and administrative duties^. _ ^. ^ 

V C3iairman Abotjrezk. Is it'aiccurate to say that the i>ower no'wr 
- ■existing in the area office will be extended into the agency lev^ 
: ' rather uian the central <^ce? ' 
^ ' ^ - ' / 

■ I might make a comment here with regard to Task 'Force 3*s response 
"to the maTi a g ement study recommendation on that very point. 

•'"W^ e^Xixiaed the line from the Commissioner to. the local ser^vice 
center in order to give that superintendent the right and the privilege 
to go directTjT to the' top, so that the delegation of authority womd 
not necessarily be hampered by any diffusion of responsibili^.. 

If a superintendent disagrees with the I>irector of the Human "Re- 
sources Division, there is a way for him to appeal to the Commissioner 
or the JLssistant Secretary for Indian Affairs- 

So we gave him a direct line. That is one difference that Task Force 
: S added when w© wrote our report from the information from the 
management stuch^. ^ - 

.-=^Xhe ncg* subject, we -want to present is the implementati<m. ^ 

Although you jinentioned this a little in your remarks. Senator 
Abourezk, just for emphasis I want to say that we, too, believe tha^ 
implementation must occur in order, to satisfy the progress that I*ub- 
lic .Ijaws 63S and 437 and the Indian Financing Act — those' kinds of 
-laws that actually pat the responsibility on t^e^^ 

W implementation of the processes to make it effective* 

otight to be put ori the Sureau, so that builtiba failure do^ not occur.' ' 
^ ! There are some tribes who feel that to" accept I*ublic I*aw 
would, actually Jeopardize the trust. We feel that this should, be dis- 
peUed. TVe feel that one of the issue statements that ought to relieve 
the tribes from concern about whether or not they are about to be ter- 
mqamted should be emphasized. ■ - 

So the application^of the procedures as intended' by these laws could 
a<^ually be applied^ cooperation and an enthusiasm that would get 
thii^is done. ■ ' ^ ■ 

OBut the recommendation that you parked in the b^;mning of a: Sen- 
ate resolution or an act requiring periodic reporting *:Kit>V sihould be 
a part of the budget piXKsess to show that th^^ is a long-rac^e pro- 
gram for the tribes. I think: the.budget process ^zould inSude the <^t>- 
jectives in.terms of tribal activities, and that it should Be tribaJly sup- 
ported and submitted along ;with the budget of the Sureau. 



If there is r. review and policing, We believe that your conumttee 
lias'the right to ask GAO to investigate the operation and the activities. 

We believe that this committee has the right to inquire through its 
oversight responsibility and authority to use its staff m making ^in- 
quiries as to the progress, the reporting on,_an,d the activities of im- 
plementation, -when and if this occurs*, and as it occurs* ^ 

I would like to say that this is a process that can't 3ust be declared 
to be implemented and tomorrow everything is going to change. There 
has to be some first things done first. It may take some tim e to a ccogfc- 
plish it. There may be' some evaluations; of employees to carry it out. 
It isn't something that is going to be done by the snap of your fingers* 
But if and when these things are done, the increased-payoff ancTtiio 
Jong- range economv of doin^these, we believe to be very worthwhile- 
• Tlie exi>erience o^ Warren jSong & Associates in the approaches that 
thev have taken with regard to State governments, local governments, 
and educational institutions within States is that genertdly they have 
been successful to the extent that thejr have realized considerable high, 
percentages of the estimates reflected xn their reports. _^ 

I would like to say that we appreciate the cooperation we got dnrom 
many of the BIA- employees. They, too, are.aiixious for improvements 
'and changes to do som^hing that> will ^ve them the ^f^eedbm to do 
what Indians feel and want. _ , • >. -ota 

Chairman AnormEZK. I>id you find in your discussions with BIA- 
people during this— smd I have heard this before — that there is a di- 
minishment of morale in the BIA because the management:is so poorv 
Thev would rather have a better line of authority — one they^ can un- 
derstand—to laiow what their specific objectives are ^ Do you find that 

to berthe easel - . 
'Mr-OoETTTsco. YeSytoagreatextent-^ 

One reliance in the communications is to the manual, and the Bureati- 
manual has not been updated for 10 years. T^ere are no real ^cdde- 
lin^ to the conscientious tmployee to support himself in the decisions 
he mav make. . ' 

If you are writing the rules as you go, it is very difficult to say^what 
landof decision response you will get. ^ , , , 

i^Ir. BrB^v. There was no de^liberate effort to measure attitude through- 
out- the survey- However, I think we sensed— all of us as a group — 
collect! vclv at the end that there was, indeed, a morale question. There 
seemed to*be a need on' the part of the employees fon-inore direction 
and more guidance. As a result, there was a complacen<^ iand a-faHh^ 
back cm the attitude that wei. can't do it; it's not our job,. or the policy : 
manual won't permit this or that. ^ - „. - _ 

So there was- a constant falling back — is the bes* way I can ejqp Tain 
it- — on procedures and guidelines rather than trying and attempting 
to do new things- ; ' " ^ _ _ o 

Chairman Abottrezic. Xo one was willing to take responsibuity » 

Mr. BxBA. I think that is a good way of saying it. 

Chainiian Aboxtkezic I>o you have more slides? We have to hear 
from Mel Tonasket before noon. lie has to catdti a plane. ^ 

. Me. HrsA. We have one more slide to show you the sayings now after 
the costs- ' ■ ' 



Kacommemmions .requif«f intiiact amount^ 

BUDGET roOCCSS.'' 
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CMCtttiva*. ^ ^ 




Exacativa ^ 




CxacutiM..:^ l^time cost • ^ 


$50^000 


ExacotiM^ 










Exactttiva.*.^ Annual ««vmf _ L_ _i 


250,000 



^ Prasidantt and Coagrasa. 
7» Establish a nnua l projact planoint at araa and igancy 

!••■•> mr att cofittmiuig p mgiams and monitor 

parfocmaooa qnarlarty on apacsmid basis, attar- 
- inc ttia plan tD tallacl statiix cbangas* 

Stranethan Indian' prateranoa to Invpmw BIA af- Cxactitiva ; . 

fact>«ana» whila conttnuing to hira» train and up- 

g, Da ^alop a h nwan- raioujcas pl an n i ng syatam osing r«Mrfiw* /Anmial saving 75. OOCLOOO 

MiditstnalangtnaartngtachniqtiaatDast»t9lishap* "waativa U-tima cost**TZ!IIIZZZir^ 4MlSo5 

*TI!I5??ti? raartiittttg program to saoara /Annual cost 
11. Rspcgaaiza ttia amptpymaot ctasalfication aystani to Exacuttva 




H- !S2fS!!?-5!5 ^ "PfeJ ^** ralacjona practkas _ Exacaitlva,,^^ l*ttm# co9tL,_*_^_^^..--iI 100; 00» 

'^T^rM^^S?* progiaws to maat specifSc BIA g—^^^. /Annual cost 801 000 

^ rantwrs mann . . ^^^^^^^~^\l-timacost . .^ ^^ ^ . 200 000 ' 

1^ C ontoya rag ntar chrirsaratca^avatoati^ and up- EMCutfva_-«^ Annual coit~^i^II 421000 

grada p ar aonn al-q>anagaoiant quality tftroogh Da- -m^w 
pw iiiiautof ttm la»trior projact raanagar appoint- 



MAHACEMEIiTINFOfMATION . 

1& I mtiata a pro-am to improva and ftellitata ganaral gg^grfH^ , ^ 

ooawHaacatiCMia bataman' ^miija i aI15« ^tati fi^rf ^^'^ ^ ~ — — — — — 



I cantral ^Bca nod fiatd 

su pg j y iso ra^ 

IT. Da vsio p a coocisa statamant on critical issbas.,^.^^:::!!^ Exaartiva__; ^jl* * 

ja^l^ffS?:^* ^"P****'^**'^^^^ Exacutfva ^ .^«*^-:i!!rir 

- "g^™? tfraautoniatic data p roce ssin g pmSarmza- p-.r-rfi«. /Anneal cost :„-^- la 000* 000..- 

^ . tionstudytomsurttconn>«ationbyiafCU197^ Exacutiva \A,it^dMni^S^~ZI ^^ xv»«w^«u».. 

2a ComplataapptkstionanahmsactioarbftlianM^ £xaciittva 2! ^ 

^ .<z»tion stDdr by Oct. UlSTiSL T:^^^^ : 

21. Addjamota accats and mtafnctiva capabilities to Cxacutiva ''^^Z^ 

I?????^ prooassttig tmm.^and tncraasa contptttar — ' 



^ ^•'^ • corapialwsiwa ExacutnMu-^^ Annual saving — Gi»O0O« 600 



23. D ayaipp st andardizad matanal and supply in v antoe y-^p,,^;^ CAnnoat saving 5. OOOLOOO 

' wwo« =^U-ttma saving 20,000,000 



..^ Cliainnaii AjBOUjaugiiL That is tltft aiititiaT <ML-trTT>gg y - 

Mr^ BraA^ TC5ieJS^ xniUidn ai: l3ottomls one time; witii that ex- 
■ ception^itisaiiTm^ ^ 

^^^ere is aii a^M^ which isn?t showing on tluU; which is $11 

lli^JniHioii pix rednced.' personnel costs as a r^olt of the moposed organi- 
zatioiv-strncture^ - , " 

. ^ . 3dEi^X3k)aETTXN^^ it is a: reduction on the area; offices* ^ 

^x<Jhmrman Aboxjkezk. The previous slide showed, the cost of imple- ^ 
^^-"inentm<r this ? - , 

. Afr. BiBA* We estimatedvapproximately $UL million. 
^ ^^Ir^XSkoOTi^c-o^ItisSlJ ' ' 

Chairxn^ Aboxibezk.' To implement and you save annually $122 ' 

^ life BiBfA. That is a7>rett7 go^ 



Chajlpfnan Abocrezk. Not bad. 

Senator Melcttkr^ What is the one-time cost ? 

Mr. BiBA. Approximately $1-1 million. 

Senator ^JCklcioir* As compared to a saving annually of $122 mil- 
lion- 

^Ir.'BiBA* Those costs incidentally were one-time costs. They are not 
i>ngoing costs^ So it is essentially a startup cost* . 
__3iiv-§OETTiTc«srT^ of the.elementsl « 

<3iairman A^otTREZKl We did ask questions tluoughout the presen- 
tation.^ so unless you have anything else, I want to express my tlianks 
to ydn both for an excellent presentation. . ' ^ 

^•Toe r>e La Cruz and iVFel Tonasket are the next witnesses who will 
appear together as a paiieL - - 

STATEMENTS or MEL TOUTASKET, PJIESTDENT, HATIOKAI. CON- 
GBESS;pE AlffERICAN INDIANS, AND JOSEPEC DE XA CKITZ, PKESI- 
DENT, NATIONAI. TBIBAX CHATPTaJEarS ASSOCIATION 

3Ir- ToN'ASKKT. T apprecinto th^ opportunity to be here today^ - 
T am sori-^- that I <lon*t have^a wiitt^n statement prepared for this 
coniniittee. ' ^ 

The main reason I came into to^-n is because of a water rights prob- 
lem that Interior has presented to Indian country. So we have been 
spendhifra^l] 9^ <5nr time dealing: with that issue, 

I would liice 'to-£rive the committee a. resolution that was passed on 
rTamrary IS at an XCAI exo^otitive council meetinj^ held here whicK 
adopted and supported the folio win ^J gx:-ner:il principles in the new 
RiiTt^au of Indian Affxiirs admini.- '^ ration. 

If T mi^ht* T would like to go over the seven points : 

II That an Indian manaprement team be selected which is prepatred 
to unf>lement an notion plan* ^ ' ^ 

2. That the BTA bud^ret procef;? become a tribal budget process with. 
HI A participation* emphasizing Indian needs. - 

Xhat the 15 1 A management information and automatic data 
processing system be overhauled to pro\nde for tribal use and termi- 
^nais witli full access to the BIA/tribal budget information. 

4. That :i new organizational structure be proposed to tiransfer au- 
thoritv to the tribal leveL _ 

5. That* the 12 area offices of the BTA l>e immediately divested of 
theii- line authority and those authorities be delegated to the iagency 
and tribe. ^ - 

6. That a General CounselV Ofirice^be immediatelv created by the 
Secretary of tlie Interior to relieve serious conflicts of interest, 

7. Tliat the Secretnry of Interior administratively create an> Assist- 
ant Secretai-y for IndiaiT.Aflrairs immediately. This has already hai>- 
period. I gucf^s.^ ^ . 

Tlie^re^lution was passed unanimously at our e:?cecutive council 
meetinsr- and I would lilce to make it a part of the record. - 
Chairinan AiaoTjra^3^. It will be accepted. 
- TThe ro5?olution referred to follows ij 

Pre^tKlent XonasRet caUed tiie-Fiftli ^e<«ioxi to order at lO:0O a , m , and caUed 
upon'Mr- Joe Cloqxiet to pr&sent tbose rc^lntioas whicli were initiated during; the 
c(>urse of the Ekecntive Council meeting Tiiese vrere read and passed andare in* 
<duded in the bact of tliis report. ' . - ^^^-^-"'''^^ * 



Presldexit Tonasket tlien called for Kmest Stevens and Bey Goettin^ to pre- 
sent tlie p]an ot Action for tbe Boreaix of Tndlan Affairs under tlie Carter 

Xtie plan* 'transition Proposal for tbe Administration : A Management Model 
for Indian Affairs'", was presented to tlie Kxecut^ve Ck>ancil« and an accomi^anylns 
re solu tion was adopted as follows : v 

Wbereas, tliere has been 76 manasement studies of tibe Bureau of Indian Af* 
fairs In tbe past 2S 5'ears ; and 

Wliereas, continued studies is a substitute for Immediate action ; and 

Whereas* a transition proposal for a manajgement. model for I ndia n affairs bas 
been presented to' tbe new Administration <I]KI>IAX SSI^F-GOVEBXMCINX '^An 
Alternate to Rule by a Federal,I>epartment.":j ; and 

Wbereas« tbe principles in tliat proposal bave been continu5rasIy supported by 
tbe Indian tribes ; and now tberef orew be it 

ResoltH^d^ Tbat tbe Xational Congress of American Indians in Executive Coun- 
cil Assembled in Wasblngton, I>.C*, adopts and supports tbe following: general 
principles in a new Bureau of Indian Affairs Administration : 

1* Tbat an Ixidian Management team be ^selected wblcb is prepared to imple- 
ment an action plan. 

2, Tbat tbe BIA budget process become a tribal budget process witb BIA par- 
.tlpication empbasizing Indian needs. 

' ^3. Tbat tbe BIA Management information and automatic data, processing sys- 
tem be overhauled to provide for tribal use and terminals, witb full access to tne 
iBIA/Tribal budget information. , ' 

4. Tbat a new organizational structure be proposed to transfer autbority to tbe 
tribal leyeL* ' - ^ 

o. Tbat tbe twelve Area Offices of ^ tbe SIA be immediately divested of tbeir 
line autbority and tbose authorities be delegated to tbe agency and tribe* 

GL^TXiat a General Counisel be immediately created by tbe Secretary of tbe In- 
terior to relieve serloos^conflicts of interest. 

T* Tbat tbe Secretary of -Interior administratively create an Assistant Secre- 
tary for Indian. Affairs inunediat^ju^ . ^ 

And be It f urtber * * 

JteHOlxfed^ Tbat continued necessary studles^be conducted in an^ action context 
witb tbe irtiilosopby of implementation^ ^^^^^ 

i^TKc TranMtiOft I^roposal for the ^dmtfhtst7xttiG9t*I!^Sr^X^ Model for 

Ivuliatt JLffmrs is a lengthy document tbat could not be lncluded=:±n:;^t2iis_^ 

Mr* Tox"asixEt1 I ^did have the opportunity to participate vrith Task: 
Force Three, which this subject the hearing is held on t6day was a part 
of.^ ^ ' . . ■ ■ ■ 

-AJthouirh when we divided up the taslc force responsibilities, 3V£r- 
Groetting^had JBIA. and I liad trust responsibility. But,! am f aniiliar 
with the overall management study*. and I did critique it before it went ^ 
intio final form. ^ — 

I have to agree with the majority of the liiauagement study report, but 
^trfeei:g _wa s one question that I had when I critiqued it ana continue to \ 
have/ Jliat^Js^the problems that we have with the civil seirvice em- 
jployces withiiriiie^I^]^ 

'^dEt is my positionT^^Stnd...^^^ has been/ that it doesn't make any 
diffc^rence^^how you restructiitt!?^^^^ lines run to where-^ 

as long as you Iiave the same inarv*idu^ls with tl^e same mentalities 
and the same ideas and either fears or negdtw;:^attitudes about tribal 
government* nothing will chan<ie.- ^^"^"""'^■"--^ 

I tliinlc if yoti really look at the liistory of the diSel^iijt^fe^ctions - 
within the BIA^ it is always being reorgamzed and restructur&d^ 
nothing really happens at the reservation level' because the same rndi^- 
viduals are there. 

^ ^ I think- tliat the- civil seirvice question has to be considered. 3^Iaybe 
it; was too complicated or mavbe it was too touch v* i don't know the 
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reason wliy it wasn't, approached or attackod more vigorously than it 
was. But I would hope that I have made my point very clear. I know 
how difficult it is — ^not only being president of Uie National Conjgress 
of American Indians but being a tribal councilman and a past chair- 
xaan and presently a vice chairman of my tribe— ;to try to replace bu- 
reaucrats when they are covered by the civil service laws. ^ 

j\s a member of the task force, I was made aware of something I 
didn*t know before- There have already been laws which were supposed 
to have created thjerr own BIA-type civil service, with its own require- 
ments to fit the special category of Indian affairs. _ ^- 

I wish that would be done. I would hoi>e it would be done very soon. 

It seems t<? me that if the XT.S. Government can make certain'qualifi- 
cations and bacl%rounds and attitudes for a requirement for people to 
work in the foreign service and other parts of Government, with tlie 
uniqueness of the laws and cultural and heritage backgrounds that 
Indians and tribal government have, that we desarv^ the same 
consideration. ■ ■ .. ■* \^ jt 

I think that I have made my personal position yer> clear on band 
analysis problems and the budget process that BIA is involved with. 

It is my belief it is a total farce. I know, as a councilman, when we go 
to the band system, it leaves us with no alternative. 

I dont know how the BIA can operate under that sort of a budget 
process. 

' The witnesses before me I think.were right on point when they said r 
BCow can. something operate when they can't plan from year to year, 
based on what the Office of Management and Budget tells the BIA 
they can have ? - . . . 

That-^s not a planning process. - . ^ - ^ 

^I fuHy support, personally, the IS'CAI position that area offices 
should" be changed — that line authority should be taken away. 

I know, as a comicilman, it is very, very difficult to get Public ILaw 
638 contracts through the area office- IVe tried my best, when necessary^ 
to go through the central office to.get contracts, I don't receive as much 
jSak, and they dont nitpick words and hold up a contract because 
maybe the tnbe has "r^ instead of "n" or something little that they 
don't tell us is the problem. 

T~know there are a number of tribes that just don't work with area 
offices. _ ' , . V 

X think that there should be ^^nore of a techmcal a^astance plan- 
There is no place-in the BIA where you can get hydrologistsand geolo- 
gists and agronomists — ^people in the different sciences that we need as 
eaiperts, particularly when we are preparing for litigation. 

X will use hydrology as a perfect example- When the Colville TMbe 
got into water litigation and we needed hydrology and expertise in 
- those areas, the Grovemment tried to get us to go through the XJSGS. 
"Whenever we talked with USGS, we were made very aware that 
whatever we g^tthered, or they gathered, would also be given to the 
Department of Justice which had taken a portion in this "water -litd-< 
gallon contradictory to the tribe's portion- . ^ 

Because of those situations, we need to stand np with competent 
people within- the BIA- X think to Just change the area offices into' 
technical assistance centers — -if that is what the title might be — -we 
can'tkeep the same personnel t3iere. 
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Z:> I know T«rlieii we got rid of some of our agency people because they 
weren'^t doing their job and weren?t advocates for tribal government, 
tbev gave tbem a promotion and put them in area offices^ 

f think that there is too much of thatx I think that by taldng the 
line authority and giving it to the a^ncy and converting the ^reas 
into more technical banks, thai; we vrSl save some money • SCopefuUy, 
that money will be used to help establish agencies where there are 
miiltitrijbal agencies. now. For instance, on the-northwest coast where 
3£r* De jLs. Cr^ comes from 5«id in Nevada where it is really needed. 

I, personallyT^Baet- with tribes ^;fehat hadn^t seen a 3IA person for 
a year-. I think Southern Cailif omia was a classic example of that when 
I toured do wTL there as a member of the task force. ^ . . 

I c ould go on and' on about the problems that I see within the 
"R T A - Whiett I would rather do is to have you ank nae some specific 
questions when you are ready for questions ^and answers, so that X 
mi^it address those specifics that you want information on. 

Chairman Aso'cthezk. You were here during tihe presOTtation by the 
nianagement study group of the reorganization. ' ■ ^ ^ r 

X think that /you stated that you endorse niost of the provisions,- 
but letpae jTist ask you oner <gmestion. ^ . . ' 

Xpu*are a tribal official- xTou have lived as*a member of a±ribe^and 
an ofSlcial of .the JKational CJongress of American TTidTaTiy=L Would "you 
liken the attitude of the IBIA in iiheir relationship t» tribes as that of 
5:. patronizing ctgency toward the people they are supposed to be 
serving? - 

X*et me Just elaborate oJJl that a bit, Xt seems^to me that the BTA, 
which has total ?M>ntrol.-over not only the budget of the tribes but 
of theLr daily lives, is dealing with adults and mature people as . 
^though they were children. I>o y ou see^that as a philosophical prob- 
^lem? -Xhey don^ deal with them as equals 3]liey don^'^ve j-.h^m room 
to-operate-and room to^grObW. 

3Vlr. ,X"o2^ASszET. I d^nitelv do. .X t3nnk that has pretty much been 
resolved on rnv reserya'tion, because" we handpick most of the people 
that work in the Bureau and we have one of .our own tribal members 
as superintendent.^ ■ ^ ^ ^ ' ^ ' - 

Wheij<I first got on the counal T years ago,-*"at>i3efinitely was like 
that. J^HxiL well aware of^some other areas and other agencies that 
fit tiie description you ^ve exactly. 

I donH; know whether they consider us ignorant, or whether they are 
afraid for their jobs, but, as X testified before you in Albuquerque on 
X^bhc Iaw 638, they don't give you mirch lecJway. 
— T kaaow that when-C>>ngress -passes acts 'that bas^ 
to the tribes, when the-E^reau gets done writing the regulations, it is 
almost unrecognizable. * <^ 

I think a lot o9^ese things could be changed administratively. 
Hopefully,* with ^he new Assistant Secretary working with the N"a- 
tional^ Tribal Ciiairmen*s Association and ^e iN'ational Congress of 
American Indians and our resource people that we can put some of 
these back in line. - 

Chairman Ajboxjrezki Do you think there is a desire on the part of 
the administration to do that — to make those changes that are neces- 
sary?* ' . • , 
Mr. ToK^A^K3rr. It would be completely an assumption on my part* 
But if you want my assumption, I tlhiiik that the biggest percentag 



if I had to give a pcrccntage-^f tlie Bureau does not; mainly be- 
cause they are conGemed>bout their empires and their survival, and 
not necesisarilv oui*s- ^ . j-^t. 

Chairman IA^urezk:. Do you think, as you said earlier, that t^ey 
are worried about their jobs and that is why they treat them like chil- 
dren? Is that the reason for the treatment the Indian tribes get? 

MrvJroxASKET. Yes. I tiiink the-SSlf -Determination Act is a good 
example of that where they really lobbied the tribes, scarmg them out 
of contractinir, saving that it was termination. 

I think that is the wav tliev control contracts, and that when we do 
have a contract that they don't provicTe the f oUowup to m9mtor and 
to make sure that the contracts are fimning properly, just gives us 
wavs to defeat ourselves rather than assisting those governments m 
de\-eloping themselves so tliat^thcy can take care of themselves. 

Chairman AEOXJREzKi That is all the questions I have. 

Sena,torMelcher? , . 

Senator Mei-Cher- I have no questions at this time. 
^GhSirman Abotjkejsk. I appreciate your presentation and your testi- 
mony given in jesponse to the questions. ^ t_ ' 

Mr- ToN-ASKiix. It is my pleasure. I am mote than happy to re- 
spond. And I will be happy to respond in the future if you. have any 
further questions- . . . 

t^hairman ABOTJKEsnc. "We will be having continuing oversight 
hearings->n different aspects of the Bureau", and we will look forward 
to hearing your testimony on each of those aspects as well. 

Thank vou very much for vour testimony. 

yitc. DeXa Cruz ? , " , - , , 

Mr- De Jua. Crtjz. Mr. Chairman, on behalf of the Jfational Tribal 
Chairmen's Association and on behalf qf-^e Quinault Tribe, as its 
president, it is aii honor and a pleasure again, to come before this 
committee. . _ , - . 

I have a written statement on behalf of the N*ational Tiiibal Chair- 
men's Association which I would like to submit to the Committee -for 
the record. • - ' ■ ^ . . " • , 

Oiairman ABOxn^rzK. It will be accepted. 

[The prepared statement referred to follows:]! 

SXATEME^TT or JOSEPEC DE IaA. Crttz. I*resh>exx. 27 atton ai. Tkibai. CHAmXIKN's 
JLSSOCIATIOX ON AnaXINISTfiATION OF IrfMAX ATF^IBS BY THE DEPABTMEJ^X- OF 
■XUE IXTERIOK- 

Mr. Chairman, I am Joe De I-a Cmz, President of thCoXational Tribal Ctuiir- 
men's Association and Cliairman of the Quinanlt Indian Natioil-of Washingrton, I 

.iconld.-first^ like -to- tlianlc yotL -for:- extendi og-jae yonr-invltation^-to -testify-Jiere^ 
today concerning: executi^-e administration of Indian Affairs. I hope to be 
able to address as many of your concerns as ix>ssible, but I "must note tha.t NXCA 
received your Memorandum on Specific Questions for these Hearings only two 
days ago and I saw tliem for the fiirst time last ni^ht. The time has, therefore, 
been totally insufficient to assemble the -views of the mnny NCTA constituent 

' tribes and to eonsolidate them Into a unified presentation- If NTCA or any 
other organization purportinj: to represent the views of a diverse membership 
are to consult meaninj^ully- with the Congress or the Executive Branch, there 
mnsti>e^jrreater respect for the time elements involved. 

2>CTCA is "an- association of the elected or appointed principal leaders of some 
190 Indian tribes and Alaska Regional Corporations representing a broad di- 
versity of tribal population sizes and charactecistics, land bases, and political 



..■ ' ' " ■ ■ ■ - ■ - — ■ 

and .socio-economic circumstances. As sucli, it seems safe to^ say tliat our mem- 
berslzip lias liadL quite dilTerent experiences with tbe Interior Department's Budget 
process^ the funding ojf tribal governments, the impact of Xederal administra- 
tive ^structure and Jnteriorrs personnel management policies^ It is not possible 
to answer all of the Conmiittee*s questions on behalf of all tribes. 

We propose, instead, to offer some general observations on the subject areas 
identified by the CTommittee.. In. addition^ we will circulate the Conmiittee**« ilem- 
orandum among' our member chairmen^ soliciting their written answers and com- 
- ' inents which we would then forward to the Committee within 30 days or within 
such time as the Ck>nmLittee ^^>ecifies. 

Jxt analyzing current federal administration, we start with the projKjsition 
that the goal of the I>ei>artment of the Interior and the ISIA. must oe the most 
effective delivery of federal funds to Indian people. The federal dollar must be 
delivered as dose to the problem as possible with the gr^test possible impact. 
. Administrative costs — multiple skimmings of program dollars at layer upon 
la y^o f the bureaucracy— must be reduced* 

^^^batever recommendations are made to accomplish this goal, 2CTCA strongly 
• endorses the principle of maintaining and enhnTicihg flexibility in the develop- 
m^t of tribal Initiatives at the local level. Tribes'^ are well able to identify their 
i^>ecific needs* Self-determination and dollar effectiveness, if they mean any- 
thing; mean that each tribe must have .the capability of setting its own . priori- 
ties and establishing for itself the economic dimensions of tribal life. 

The BXA. MaTingexnent Study performed last year as part of the work of Task 
Force 3 or the American .Indian Policy Keview Commission represents an im- 
portant iattempt to bring professional analysis to bear on the administrative 
problems of the SIA — and we do acknowledge that problems exist. However, the 
- 3£anagement Study should be received with a good deal of caution, XTCA 
special committee reviewed the Study laf^t November and reported that the per- 
si>ective of' tie Study was too ziiurrow, that it appeared to focus exclusively' on 
technical questions of internal agency management, operation, a^d organization 
without sufficient regard for the unique constituency served by I3tie agency. The 
Comnalttee felt the Study had not; considered the BZA in the context of tribal 
_ human and resource needs and goalsj or in the context' of existing federal law 
defining the purpose and function of the BTA, Xor had the study adequately ad- 
dressed the need for resolution of conflicts of interest with other, federal bureaus 
and agencies* ^ 

Considerable improvement could be t)iade in the BTA^s overall budget procesfC- 
Band Analysis is a desirable concept but it has its shortcomings, Tnany of which 
were identified in the Management Study. Banded programs account for a mi- 
nority share of- tribal budgets and tribal participation in and control of the budget" 
P«>cess, therejore^ is no more than that of a. minority partner in businessr,- 
There is some sharing of responsibility, but this is not the equivalent of self- 
deterznination. Planning and operational flexibility should be fuUy developed 
through the maximmn i>ossibIe banding of programs. 

• The^BIA Management Study rightly identified budgeting problems stemming 
from the lack of long-range' planning and tribal needs assesOTaent. IL»bng-range 
planning is especially critical in the area of natural resource development and 
management. Orderly timber management, or coal development, for example, ob- 
viously cannot be most effectively planned on the basi^'of iS-month budget cvcles. 
Band analysis should not be at substitute for more studied tribal needs assess^-^ 

m«it.-A«adn^--we-want to stress-The-lmportance*~of delivering the federal dollar 

so that it has the greatest possible impact on the most critical tribal needs. Rote 
application of funding formulas cannot and does not always accomplish this goal. 
Becently« in Albuquerque, at the oversight hearings on implementation of I^JI*^ 
'93-638, we testified concerning the especially difficult burdens faced, by small 
tribes where an adequate needs assessment is not nxade. 

^ This leads us to another of the Committee's specific questions. Adequate con- 
sideration is not accorded ixr the budget process to actual service x>opuIation3 of 
the tribes. TSTith small trills the ser\-ico popula.tioxis are often- interpreted too 
literally* without regard for actual higher costs ' associated with delivery of 
service on a smaUeif scale. TTith regard to -larger tribes, ways must be found, to 
make ^e budget process responsive to the recently expanded concept of service 
populations* the broader interpretation of ^on or near reservation** mandated 
by the Supreme Courtis decision in il/orfon v. iZMir* 
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I think tiie problem witli BIA orgaSiizational structiire Is'more a Question ot 
frasmentatioii of authority rhnn one of^Area Offices liavin^ toojnizch power. 
Some tribal chairmen feel the Areas actually hare too little authority to jneet 
tribal needs-r-that too much has to be referred back to ,the central office for 
'approval* Others feel strongly: that more authority must be^grranted to tlie Super- 
intendent at the agency level- This was in fact the position of the ^^TTCA's special 
review committee in its reports on the "Policy Keview Commission work. Tfiat 
Committee felt that a new emphasis on and delegation of authority to the Agency 
witH an altered, more technical role for the Axea Offices would in fact improve 
delivery of services -and cut administrative costs. A common complaint of tribal 
chairmen has been the definite problem in many Areas with the disbursement 
of funds becoming bottlenecked ac the Area leveL Monies are not reaching the 
tribes quickly^ enough from the source after they are committed. 

Insmnmary, there is considerable support among tribal chairmen, for a major 
restructuring of the Area Offices, but that support is by no meaus unnnimous, 

Indian individual and tribal" life, like the life of no other group -in modem 
America, is constructed upon legal advice. The quality and independence of that 
ad vice* theref ore* is of deep and si>ecial concern to us, The inherent conflicts of 
^ interest existing in the federal administration of Indian affairs in general and 
the trust responsibility in particular must be resolved. I recently chaired an 
JCTCA study conunittee which reconmiended str^angthening .the position of the- 
Associate Solicitor of Indian Affairs* maJring that office more independent- in 
its advocacy of Indian positions. Complete removal to the *3IA of Interior's legal 
capacity in the area of Indian affairs could have adverse consequences for the 
tribes. Xhe tribes, we fe^ need a direct lawyer/client relationfihip with theX>e- 
partrodit. Sucdx a r^ationship would be damaged if the present Associate Solicit 
tor became, in effect;:-general counsel to the 3ureau rather than .the tribeTs advo- 
cate^ in the Ztepartment, Of course^ the Sureau needs Ie^:al .esqpertise, but we 
would not accept a nozninal or functional downgrading of -thetprimary federal 
Indian legal officer that would damage tribal l^?al positions withia-the Itepart- 
ment or vis. a vis other federal agencies., especially the I>epartment of Justice! 

In the area of i>ersonnel management jserious considexiatlon must l>e^gil^en^to. 
the creation of an Indian career service. We are not; Ixowever* offering :an en- 
dorsement of the concept at this time. TTe would not like to see, for instance^ the 
development of a p^rscHinel system which would seriously impcix* tribal access to 
the inost competent personnel and professional assistance available. Xevertbeless, 
a. well conceived, well run -service could ^creatly .expand the collectte-e skills oC 
Indian j^eople and advance the catise of Indian individual and tribal economic 
development as w^l as the <iuality senrices. 

These are necessarily general observations on some of the questions-posed to us. 
We t^t^n k the conjmittee for the opportunity of tetjtifying but. hope to be .able to 
supplement our views at a later date. 

Mr. De XjA Cruz. I have been £he president of €he Quinault Xribe 
since 1970^ and I was tlie business manager for 5 years before that* 

In many of the areas tha^ the management study speaks about^ X 
haipe many personal experiences with the Bureau as far as their 
-administration. 

II am glad that this committee and the American I ndian Poli cy {Re^ 
^^"view'C^imm 

- From my own experience, I know tliat we can reshuffle organiza- 
tions; but 'l think the wliole intent, of what we want is getting the 
delivery^ of services that Indian people are entitled to down to Indian 
people-^wliich hasn't happened through many, many years of pater- 
nalism by the Bureau of Indian Affair^ and the U-S. GroVemment. 

Tlie questionnaire that was sent out — last night was the first oppor- 
tunity^! had to rev^iew it — I could .probably answer most of the ques- 
tions" the committee is aslcing* I could ad-lib on ex^ery one of those of 
the experiences that we have had in contracting and in paternalism — 
treating the Indian people as children rather than as their trustee. - 



As far as the past stnicttires of the Bureau and the structtfrc of the 
ororani^ition, there has been a national position, an.d there "was'areso- 
p- - lution last year by the National Tribal Chairmen's Associati6n to make 
s ome changes with the area' offices to do away vrith tlwSm. . 

"When we analyzed the budgets and what 'it costs to operate those 
area oiBc«s for the amount of service wegct out of them for the Indian 
people, it is not a very effective -vs-ay of spending dollars. 

" The other area I definitely feel there is a problem in, as far as the 
management of the Bureau and the personnel. It is the quality of the 
personnel of the Bureau in their various departments. 

W hen it comes to giving technical advice and things regarding in- 
tensified management of the natural resources on an Indian reserva- 
tion, under the present regulations, the Indian Sejf-Determination 
Act, the Bureau at this point in time is xmable to compete for the t3rpe 
of people that we have to deal with when it comes to natural resources. 

2ji my own tribe, I have laid quite a record for the past 5 vears with 
the H^use and the Senate on the problems of f orestrv mjunagemeht. 
Many of the programs that the Bureau administers treat tiie svmptom 
and never get at the cause. . - 

I had an example a couple of weeks ago where the Bureau tried to 
. ignore tribal government and treat us like children. It was over come 
timber resources, but there happend to be an eag;^-^ tree right in the 

middle of that property with an eagle nest in it. ■'^^'^ , jr'^-;-^. , f - " 

The Bureau chose to issue a permit and tell thefiion-Indijm. logger 
to ahead and log and leave the single tree j^andirig, and to complete- 
ly Ignore the tribal laws and ordinaisces and jthe tribal chairman. 
, The State Forestry Practices Act states thatr there should be 31 acres 
J eft around an activjL^gle tree. Federal forestry regulations say 350 
feet. The Bureau chose to ignore that and leave the. single tree stand- 
mg, which they have done'witli two other trees on Quinault, arid the 
eagles moved away. Tlie tribe- took action and took the Bureau into 
tiTibal court. We are not through with it yet. But it is_areasJULbe_this 
where every law of nature and all reason is with the tribe. Our pater- 
nalistic trustees choose to igno^re these thinirs. Tliis happened in other 
areas on the Quinault Keserv^ion. We Just won't sit still for it. 
, As I testified, in the area of fi?restry management, -the Bureau's posi- 
tion has been that they are always short of personnel. When I hear that 
they are going to save money, they are short of personnel. But our posi- 
ti<Mn^ tlmt they are? also short of qiiality personneh-----r^~^^^ 

When we hold seminars with industry in natural' resources, the peo- 
ple we have to deal with and compete with,-.we fi3nd that industrv maii- 

__ag'?sjtheir_resources-for-f^ — 

We look across the Kation at Indian re.50tirces: -Historicallv. if vou 
really analyzed it, they are managed oji a liquidatioii basis.~I some- 
*"^^T^*^^ '"^^ these later ircts of self-determination ire reallv mean- 
y^^f^^- ?^ are ^oing to get from this management study a central- 
ized and organized structural trustees and BIA streaAilined enou«^h to 
get the expertise, programs, and dollars to the Indian people -iSiich 
reflects all the^way back through the conglomeration of boxes the In- 
dian w^es. Or. do we continue to -have an organizational structure 
where there is no pyramid to it and^no stopping of the buck. 

As fe,r as the budget process and ^he band analysis, my experience 
~ band analysis system as it reflects to the tribes is that the 



budget system wliich the Bureaa supposedly consults with the tribe on 
as^a rule is a budget-building to perpetuate the Bureau of Indian Af- 
jfaire and its own %^stan. ? 

That is why, during most of the appropriation hearings, you have 
most of the tribes coming in and trjdng to tell their own stories of their 
needs. Because of the redtape you have to go, through once you get those 
<iollars, we were able to convince a pilot pr;ogiani on forestry ^^Lrecf 
dhmding. I am hoping that we can show an example of a tribe being ab^ 
to do something without going through 60, 90, and 120 days of redtape 
to do what it and the Bureau agreed on doing with the dollars that were 
lobbied on behalf of thp reservations for. taking carje of their problems* 

Chairman ABOtmEzasu JToe, I would just make a comment at this 
point. , : . 

I asked'the Deputy^^Under Secretary for Interior if he would either ^ 
attend these hearings today or send a representative. He is not in. town* 
JL was told that a representative,.not from the Bureau, but from the IDe^ 
partment of the Interior would be here. \ * 

I asked at the beginning of this hearing if^there was an Interior rep- 
resentative here, and there was^ot. I want to ask again. 

Is there anybody here from the Interior IJepartm^t ? 

]Mr. GixGi-ES. Yes; sir, there are about five of usJiere. 

Chairman Aboukezk. TThat is your position ? 

]VIr- Grs'GLEsM am in the Congressional Liaison Office of the Secre- 
tary of the Iiiteribr. 

Chairman J^jboitrezk. And your name please 2 

iVIr. Grixor^ES. JTolm Gin^les. , 

Chairman Aboukkzk, EQiye you sat through most of the hearing this 
morning? ^ 

Mr. (Jx>rar,ES* I have not. TTe liave had our depaiijnental people bere 
from the Bureau on our behalf. - 

Chairman Aboijkkzk, That is from the Bureau, but you are the only - 
one from Interior? . 

IkJCr. GiXGUES. From the Secretai^-'s Office of the Department of the 

Tnteriorr : ^ ^ — — 

' Chairman Abourezk. Xlie reason^ ^Mr^ G-:ngles, that I wanted some- 
body here was specifically to hear the presentation of-^ the reorganiza- 
tion plan itself , so you could brief the Under Secretary as well as'l2ie 
Secretary on the plan, since neither one of them could, be here* 

I wonder if we might be able to give you a separate briefing. 'MrS 
Biba and iVIr. Goetting are still here. 

I tliink it is important to have somebody from the Secretary's? 
Office^ rather than from the Burcaii. I think there is a general 
resistance in the Bureau on reorgani^tion. 

Mr. GiXGiJES* TVe understand that* The Secretary and Under Secre- 
tary will certainly be briefed on what transpired. TVe have a great 
deal of confidence in 2VIr* Reeser who has been here. . . ' 

Chairman AjfiouKEZK. I have a great deal of confidence in him too, 
except that I wouldnjt expect anybody from the Bureau to want to 
reorganize itself. That is why we wanted the Secretary or his repre- 
f=entati\'e to at least imderstand the plan that the American Indian , 
I^olicy Ke view Commission is recommending. ■ ^ 

I would hope you would be able to get together ^ith ]Mr. Groetting* 

Mr. Grxcr-ES. We will certainly do that. 
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• ChaiiToan Abotjkezk. We think it is e^ctremely important that unless 
something is changed, you may as well throw the whole' thing in any- 
" how. I would hope you -will pass on what you have ledmed from these 
technical experts to the Secretary or the Under Secretary. 
Air. GiNGUES. Xes, sirw . 

- 1 think it might be appropriate to mention there are several people 
here from the President's reorganiscation project who are sitting m to 
see whjat is transpiring- _ - , 

Chairman Abottrezk:- Were you here durmg the imtial presentotion? 
;Mr- ATTTtTT T/c-T?, We were about 15 minutes late^ but we heard most 

of it» " " 

Chairman ABomcEziEcl I would like to ask the staff to make sure that 
wehavecopiesof that study given to these people. , \. , 

I think this is a good sign that the President s reorganization people 
are here, because I think that is where tlie impetus has to come from- 

3^Ir I>E JjA. Cruz. I have one final point I want to make on reorga- 
nization and structure and not only the Bureau of Indian Affairs. _ 

Mel mentioned that we are getting many educated Indian people 
* in superintendent's positions. • , ' , -r> * t 

Ko^matter liow we streamlme or reorganize the Kureau of Indian 
Ajffairs, as long as we have che conflicts of interest withm the Justice 
beparSnent aSi Solicitor's Office who are ad^-ising these Indian siiper- 
intendents, we end up in sittiations like we have at Qumault with tlie 
eagle tree situation. §omeliow tliat also is going to have to be looked 
at xn reorganization and restructuring. _ . i'r«™ 

There are still a lot of old statutes, and sometimes congressional la^^, 
that haven't been overridden or superseded- Most of them are statutes 
dEcom the Department that our. trustees seen* to want to hang tlieir 
h^ts onv even though there are instances where there are superseding 

^^J^dS^estrv and some of these natural resource areas, I thii^ T <»n 
send some things which show- that is.true where they use 1920 and 
1930 "re«Tdations where there are later-date regulations. 
Chairoan ABOtTEEZKi. Those arc all regiilatipr^? 
' Mr. lyEJ^ C^xjz. Right. They are regulations. ^ » -r j - t?^ 

cSirman A^xrn^ I mig]it point out that 
oriianization Act gave ^he administration total authority, witliout 
c^^n^ack to Congre^ for additional authorization. The man«-e- 
" m^t^dv team alsS was one of the directions we pive them at^the 
thne to determine whether the reorganization needed congressional 

""^^te^^tf^n was that it all could dOne through Executive 
reorsanization. >fone of it needed to be done congressionally.. Tlie 
reenSatioiis c»n be changed by Executive order a-s well._ , _ 

Mr I>E Crxtz. The%ther thmg that the American Indian Policy 
Re^Sw^jnimission studv has aided lis in realizing and 

^^^^ ta^T^at th^. i^lationship has been for Pf^f J^,^^ J^^^]^ 
Tlirougli this studv and^ through some of our own 

4m^^ the other Interior knd Insular A ffairs. Committee studie^. we 
Slow 4hat r^nrces we have.. We . know what the values of those 
^^rSare^d we want to.wQrk with this committee and the Con- 
^^^^ administration to develop thof«^ resources for the full 
potential of this coimtry and our Indian people. 



. It aeeins iliere. lias been* a. reluctance to get down to those issues of 

.X th5xjib:jAaiwast 12 K"ewswee!k: liad; an article alx>ut the energy re-, 
sources on iMiair reservations last year, and it amounts to a big 
percentage od^Tvhat the IJnited States re1»ins.* 

Sothereis definitely a need for the direction xve are gomg, to-puU-us 
togetEOT. as Indian- people who are t he f irst iatizens of tffiis^ country 
•with the Congress and with the adTntnistration. ♦ J 

XUhairznan Asot7BB2s:. I wonder, if I could aisk the I*resident?s re- 
oiganization staff if you are interested in talking to ^e technical 
experts that undertook the management study. Are you^ interested in 
getting a presentation from them? - , -r tjt. 

Mx-JS1tjexi<er. X i^>>i-nk we have talked with most of thraa. I would be 
interested in reviewing the report, and if we had questions, we could 
contact them. . ! . _ . 

Chairman Aboxtkezki- They are from out of town and will be leaving 

today. ^ ■ 

Axe you interested iax testidEying before this committe^^or do you 

just want to listen? • _ . 

Mr. MxTEiJtEK. This time we are jusfclnterested in. observing wnat is 

going on. . ' . , . _ 

The ac^tual issue which we r^resent is a natural resource issue wlizcii 

is s^appbsed to be given to the ±*resident for his approval -very shortly. 

So until we have that mandate to proceed, we are collecting data. 
Chairnuin AjE»mEEZK- 3^ 

TtT i-ng'TT.Targ. TVfy TiftTTw ifi OscarMuelLer. 

- Mr T*^ T.A CitDz, If X may take the liberty, X would likB to.ask Mr. 
BCueUer if he would be wiDing to CTt down with some of -the Indian 
people over our natural resources? There hasnt been aiiy :dia3og with 
some of the major trib^ that have those resources* There has been a 
putoff xintilsOTiethiiigs happen with the IJnder Secretary. 

Chairman Ajbovtbezj^ Committee counsel has some questions;. SeoAtoir 
Melcher: will complete the cha^^^ng-of these hearings. As soon as Mr. 
I>e lia Cruz is finished^- we are going to recess until ^ p-m. when we 
win- have Al Trimble, president , odf the Oglala Sioux Tribe^^3RiBia 
Chambwra, a private lawyer who was So^citor for India n A ffaTT sinthe 
previous sidministration, and SherwinBroadhead- ^ 

- I had a, meeting 5 minutes ago, and X would/ like to ask counsel to. . 
complete the questions. " _ - 

. I want to thank you, as well as the other witnesses, for your ap^ 
pearance here today. - • - , , _ . , » 

3Sdx- IpSr^ TTg You mentioned that you thought there imght oe a re- 
vamping of legal reprcsentatioiV-I><>^oii fs«l the BIA ^h^ 
own General CounseC apart froni the SoHcitor*s Office? 

mjr. De T.a Cbxjz. There is a comment on that in my written' state- 
ment. X chaired a committee of OTTCA, and we have a written docu- 
meutabout the conflicts of interest. 

. X think that if Indian AflEairs stays within the I>epartment^of In- 
terior, tiie Under Secretarv of Indian Affairs should havei his own 
~ - ' - * - -^--- ^ t.T ~>leinL. 



TVfy - H'-rrn mrp- Sbould. 'that <x>imsd have indep^dent Htigatioii 
jirtttiority? - . " - / 

JM^.I>ErXiA.Csi3z.Tes. 
. '"TP-rr^a^rv-. Tct. there any^^ assessment o£ tribal needs and preparation 
by the 3XA.-^any lon^-range assessmi^t— -of what the tribeV actoal 
' needs-are, both in terxnS'Of services and jprogram. deliv&cy and also in 
the area, of natcdcaX resoorces andpotential for economic development ? 

Mr« 3>E T-Ta Obus^ As far as. toe bnc^getini^ process with the band 
analysis on long^-range plapnTn^, there is no opportnnity for it under 
the direction of the a nmri i i s tr a tion 'with budget and personnel ceilings. 
. JlJE you- looked at the record of individnal tiibaX testimony where 
they try to accurately ^>elLout their needs^ yon will find that in most 
areas there are many^ many m31ion& o£ dollars and they are really 
pipodreaans^f what they need^tb really get down to the^ business of de- 
veloping-th£br human resomrcesand-nalniral^^^ 

'Some tribes— mine is one of them— have been ahle to utilize not only 
]B*ederal/State f oundafdon funds to really take care of some of the needs 
of our x>eople not provided for in the present process of budgeting and 

prograTnirig-fc^r -Indian afiairs — ■ 

IVlr. guj4 K K. Is^there any coordination between the Bureau's budget 
process and the budget process of other agencies outside of the X>epart- 
ment o£ the- Interior that have related programs? If not, does that 
have any adverse impact in terms of longyrange plazmin^: or ^ort- 
term planning.of th& tribes in terms of various programs ac3 construc- 
tion projects^ , / . ' 

Thz IiA Cbxjz. Where youhave^the/potential for integrated pro- 
graips— and X.' am. sEad the "White !E^buse people are back h____ 
uirou^h the regional counsel concept, the agencies play. Indian-people 
off ar^ play out one another. We are kU wSling to put in dc^aar^ But 
they sit back for which, agency is going to come up' with- the. bucks 
first before the other on^tickin. / 

In the example of HUD and^ the bill on Indian: Housing devdtop- 
ment, it is either one-agency or the other that ha& the moh^ up front. 

To the present bucketing process at leasts-Hand 'I dbnt know what 
will come out in the fature— in some instances, ludian health may end 
up short for their end of the.project or else tie BIA in. their budgets 
.wMch I thiiik: are poorly planned. - - 

Ther daybef ore yesteroay I attended, a meeting for the X^ixmnai Tribe 
for an integ rated s ewer project. It is EPA money, but also there is si^p^ 
posed to bo HUD money and some other money g riTTrg Tnt^ri it. Tf, tt 
standojFofwho^s going to put their buc^ 

The vehicle and the autnontT' is there foi- them to really get in and 
do a job^or Indian people, 

I; dSnd.there is^a refeictance to do it because, I feel, there are very un- 
cleairguideliiies^^hi 1^ regulaldons. A lot of liie legislaticoi specifies In- 
dian tribes as imits<>dnocal government %he guidelhles developed ad^r 
tlrat legislation dbnt get ^wn to the needs of a small ladxan com- 
munity. The guidelines are normally written for populations. of 50,000 
or 100,000, and they find it difficult to work it. . 

3£r. TP vjfi JiJB: Do you thinkr-the situation could be remedied by con- 
solidating a number of the Tndian programs that presently exist in 
otier departments? 
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Mr. De Tja Qkuz* X think that would be one way of really taldzi^ a 
se riou s look at addressing the probleni- ; 
^ With the present vStxucture of the various departments^ the guide- 
lines are dU^erent^ .Each and eveiy one has different 'jg;aidelines thaxr 
Interior. BnDX> has different^^ . 

Xo meet Jndian needs, someone is going to have to take & serious 
look at putting a set of guidelines together^— whether it is three agen- 
cies or It is consolidated into one^— to get those services to the Ty^^^sm 
' people. ^ ^ * _ ^ 

Tliere is no rhyme or reason to the guidelines from the dijSerent^ 
departments. They are all departments of the^ TJ.S. Government and 
completely di jg ereia t as to the 

31rv FuyrnR, TVhat x>articipation do the tribes have hx the budget 
formulations^ outside of banded progirams ? 

]Vfr. I>E TiA Cfeuz* Very little. . - * 

TribjQ participation^ d6t>m my experience, has been -with tribes Trhere 
their omti planning departments and tribal coimcils have put ..them 
together themselves and made their own. pitch to the appropriations^ 
committees. . 

. !Mjr. FuyTTR, Does the budget sent up by the Department of the 
Interior to OMB-, and the Cw^CB-approved budget vrhich is sent to 
Congress, reflect t6fe needs of the tribe, oi^is it substantially altered bv 
the time it gets trhere? - ' 

^1t^: T>p lLu\ Gruz. What I fojtmdjgfcii».fraiiple of years ago, when I 
was looking into the band process, ^^hat bv the lime it went ihiotigh 
the process of going to the area and bac^ t<> the central office, yott 
couldn't even find what started out. Even the Sureau education people 
I work with co uIdn ^t find it. 

Mr. FrnsnszE- What kind of coiisequences did that haveon the tribe? 
Do the tribes frequently have to go .to appropriations committees for 
supplemental addH>iis and that type of tmiig? 

Mr* I>eXa Carrz^ Xes; we do. . 

Mr. Fu-NJUi. Are the tribes advised of-. what the budget allocation 
is before Xnterior sends that budget over to OMB? 
]N1>.I>e 2La Crttz. The ceiling? - 

Mr. F u^KK - Yes* * 
-Mr. I>E Ts\ Oruz. INormallv we know what the ceiling is* ^- 

On the budget ceilings,, at least since I have been involvedL if you 
look back throu^^h the Congressional Hecords^ we have rraTde the 
various past adnoinistrations aware o£ the :^ortc^nings in the dollars^ 
and the backlog of^ dollars to adequately naaiiSl^e Dbiman resources^ — 
whether it^be grazing lands, farialands^ or forestry lands, or what. 

As I recally when X*ee Bruce, was- conmiissioner^ forestry and timber 
and land management had sdm like a $60 xnilljon backlog. 

Of co urse^ we have beenpointing that out year after year. 

Wliere you end up with a budget ceiling each year, there is no way 
you are going to catch up on that backlog .unless you go outside in- " 
dustry or foreign nations. Intensively -managing aT resource not only 
benefits Indian; x*^P^^ it benefits the surrounding economy and tihte 
Stiate and national economy^ . ^ 

.We are looking at that type o£ a budget backl<^ in many areas in 
natural resource management. " 

• Mr- FTrNrBiE- The Indian Reorganization Act" authorizes a budget 



appropriatiojx of $S million a. y estr for tlie acquisitioxi of lands for 
jr^ri^f^Tt tribes* It is not a loan type of thing. The pnrooee of the 
fmiding was to acquire lands for tribes who had insnfncient lands' 
or whose reservations were severely checkerboarded- 

The Department of Interior has not requested any monev porsuank 
to that* appropriation autiiorization since about Is there a con- 

tinuing need for money to acquire lands for: tribes ^that don't haye.- 
a sufficient land base^ " 

;Mr- Db T A Ckitz^ I am a goodi I)emocrat, but they stopped that 
during the Eisenhower administration with their termination era* 
There deiinitely needs to be someone to take a. look at putting dollars 
iu to consolidate the heir^iip problems and fractionated interest of 
Indian land if that land is ever going to be put back into proper ' 
l>erspective — ^managing that land for the sake of the resource and 
for the sake of the Tr^rii^T^ people and the countdes, the States, and 
the Xation. 

It is probably a negative value* It is a negative value to the tribe^ 
to the people, and to the U^nited States.' ^ ^ ^ 

There are no guidelines on what to do about the heirshij> problem* 
It is a situation that is going to snowball as fax as adrninistrative ^ 
costs to the United States — besides the fact that the lands are sitting^ 
idle because you have that complex problem* ^ 

. ^Ir* Ku^KE- It is more expensive for the Federal Goveraaiment to 
administer the x^eckerboard type of reservation* I>o yoii think it 
Ixixs an effect on economic developmentr? 

!Mr. De La Gittrz. To do any type of intensive manage ii^nt, it is 
impossible under present structures and present.^guddelines wiiere you 
have to have the consent of all the owners; Yon have a fra^onated 
interest of property* You have 100 to 150 heirs, #nd y ou Iwtve to do 
for each one of those people what you would have to do for a single 
o\yner or a single entity own^* ^ 

As the heirships increase and they start snowballing after awhile, 
it is going to cost somebody a. lot of dollars to do something about it^ — 
or they never will be able to do anything aboiit it* 

Mr. KuNTKE, I>o you feel the $S million appropriation authorization 
is adequate? 

JMr* jDe Ti\ Crtjz-' It is not adequate at alL . ^ . 

For Quinault I We are preparmg to come in for a restoration bill 
that will <x>mpletely addiress this problem* Economical ly^ the loss to 
the Indian people, *the countries, tiie States and to the Ration, and 
the cost to the Xation to administer such a complex situation, is great. 

IMr. Fu^TBLE. In your prepared statement, you said that you didn^t 
liave enough time to respond to the specific questions that were sent 
out to the witnesses. ^ 

iTr* I>E XfA Cruz* As president of the natfc^nal orminization arid as 
the president of Quinamt, from my experieiices witn the questions, I 
would respond. 

Mr. Ftjn'ke* Perhaps I can i^n through^somc of those questions. 
Pirst of alU would it be possible for you to get a |>osition on a nimiber 
of those major questions from ]^TCA and submit it to us at a later 
time? _ / ^ 

;Mr. Oe CkxtzI ^es^ , 

On the things the. American Indian Policy Jleview Commission has 



^^^J^^ are I -soluyoiis-sacE^ai^n^^ that NTCA passed 

W^S^J^^^^pr^"^ ^^""^ a unanimous decision by tHe board 
fjrS??^ other areas, and we will get that information to you and 
Mr V^^^^'^i there We been i>ositions looked at an«i takeiu 
«T>Ti5«7 i^KE- jOie^Indian^Reorganization Act also provides that the 
S^w?"-??^ <^Indians will be made without regard to the civil se^Z. 
1^1-^^' V^^ Secr-otary of the Interior is mandated by that Jaw to es- 
^j^^^^^'^*^''^^^*^^'^ foi^ the I>epartment in fhe appointment 

Irr^Zi^"^ ^""^i ^^?ho«^<i^be implemented, qt do you have anv specific 
^^^d?" ^ ^ ii^lemintation of 'tlS^aw 

^^^^r.^f/'^P^ ^1 that the Department of the Inte- 

SSlSJi? the Bi^u of Indian Affairs should be making every effort to 
tllfl^?. Xl^l ^^TT'^^"" Indians— personnel polici^ to^ren-and 
develop the technical skrils and admina^rativc skills of Indian people. 
\r^JS^ that t^at hasn't happened, and the Bureau itself^ untilTfew 
n^^T« FT^''^^ departments—like in my area frSm the Bon- 

neviiio ^wer Administration or somewhere else — where the person- 
nel departments knew nothing about Indian people or of the 1934 act 
or anything^ eise. 

\>^i^L^J^^^^ SF*^^^ y^^^. ^ chance to review the American Indian 
±'olicyiteview Commission recommendations with regard to chan<rin£r 
the line authority from the area offices to the agencv offices and tlien 
consolidating area offiit^ into regional service centers providing the 
techmcal a^stance and administrative backup to the agency offices « 
Could you state your views on that? - j' viiuv-cs. 

<^^Z'J^J^t^^^^ I concur with that. I think KTCA did take a po- 

area office be disseminated and maybe made into ser^ce 

^fy own feelingis that if that happens, those service offices get Qual- 
ity personnel. If they are not quality personnel, I know my tribe--and 
X tiunlc many other tnbes^will go to outside consultants. We are talk- 
mg about survival with some of the resource management things, and 
we have to have quahty people as backup for servSe for that^E>e of 
service office. '"'^ 

*T.^ defoiitely feel that all this authority belongs in the agencv. and 
the dollars belong m the agency with the delegation of authbritv 
withm jrhose agencies to spend those dollars to the benefit of Indian 
people for what they are intended for. _ - 

The process that happens now, I think I pointed that out prettv 
<=i%arly in Albuquerque with the hearing on the 638 situation^ 

Mr. FpNTOE. Do you feel the Bureau does not have adeq^iiate tech- 
, meal assistance or does not provide adequately? 

Mr. T>e1L.aCivux. In natural resources, the Bureau definitely does 
not We. adequate Tpersonncl. They don't have quality persoimel to 
provide the type of technical assistance we need in the mana^^ement 
of our resources. *=.- 

^^One area that seems to have a lot of people concerned in this conn- 
„ ^ Presidential task force on it— is in the area of fish- 
The BIA has no fishery expertise. Thev never have had. 
_ ->Jr.^r;^TCE. Could this be remedied by providing more contracts to 
tne tribes to obtam their ovtTi technical assistance ? 



Mr* I>E liA Cruz* Either contracts or contract dollars. That is the 
-wray^-we have had to treat this situation to be able to develop the intcr- 
xdation we have developed for our survival* 

We have to be able to c^all on our trustee^within the Bureau or the 
I>epartment- TV^e have some assistance in the fishery area from P'ish 
and Wildlife^ but there are conflicts there also^ 
y£r^ FxrNTCK> That lis aU I have. Than Tc you. 

Senator IVfEixrEiER Jjacting chairman^. I have several questions that 
I TV-ant to ask so that I clearly xmderstand your testimony, ^ ^ \ 

You mentioned that lon^-range planning^ is especially critical in the 
area of natural resource oevelopment and management, Ybu si>ecify 
v.that timber management and coal development are examples, 
^x^Xou stated with regard to budgeting problems that planninja: for the 
nat\iral resource development caimot be accomplished effectively on 
the basis of 18-month buolgret c^clesl ^ 

^ Con you be more specific *in your recommendation on vchat you 
^ould recommend for bu^^eting for that purpose? 

3Ir* DeXiA' G a i7 z , For timber managements it is Just because of our 
pressiires. The Bureau is trying^ to develop the expertise and capabil- 
1 ty to intensify the managed timber resources. 

If they had that long-range plan — which ^they don^— intensive 
Tuaxiagement plan — -it ^would -be possible to manage t hos e resources on 
«n iS-month budget. But thejr dont have that plan. ^Wh^ere the tribes 
• have developed those plans, it is hard for us and very, vei-y dPrustrating 
to know -whether or not we are going to be on'busrness dErom one year 
to the next on plans we developed to rehabilitate and intensely man- 
age resources. 

Senator ^IkrxTrrER, Tn other words,, if a tribe which has some-timber 
has a management plan for reforestation, it would have to be a plan 
over a period of vears, 

Mr, I>B H-A Crtj^c That is rights 

Senator MetjChkk, Would a plan for 10 years, for instance, be 
a practical time frame? ^ ™ 

3Ir- X>K t»A Ckuz. Timber is managed, and industry manages tim- 
ber, looking at the cycle of harvest; They are managing their timber 
50 to 60 years down the road, 
, TSThere vou have that type of renewable resource, it is almost a ne- 
cessity to Icnow where your dollars are going to come from to manage 
that type of resource for survival 50 to 60 years down the road. ^ 

How we got the Bureau off the dime was that we hosted ^a timber 
seminar for the tribes in the ^^'orthwest — Quinault, Yakima, and 
Warm Springs. We invited the major timber compa- ^ to that sym- 
posium to give presentations on their management. ^ think through 
-that a lot of people^s eyes were opened — ^the tribal people and. also the 
I5ureau: ' _ . ... 

Those industries are managing not only their reforeistation but €ho 
total forestry (KJolojricaT unit, on a long-term basis and how that has 
to bo treated— the soil, the cutfirig; and the harvest, ^ 

That is what T am talking about — a comprehensive plan of what is 
tn happen- Without that plan, it is pretty hard to do anvthinir wi^an 
IS-montTi 'budget cycle, Even 'witli that plan, there has to-be reshuffling 
iji ^our budirets, ' ^ / ^ *^ / 

Senator IVCei-chkk. ISighteen months is much too short for timber , 
management. 



!^^r..I>E iLtA. Crtjz. It is much, better than 12; tliat is what were 

Senator jV£E±xiEtER. Sut unless there were some provision for long- 
term budgeting for management of natm^al resources* such as timber 
or coal, then tJhier© In other words, it handi- 

caps the tribe in their management* 

JSt£r. I>b X^ Ckxtz. What we are able to do^— at least knowing IS 
months down the road — ^through our plan, we know how many acres 
we will be able to rehabilitate* We know with' that budget how many 
acres we can do soil analysis or soil rehabilitations on. 

JLt least knov^uig^ what that budget is, we know from year to year 
we are gois^to have that much moneys The GBureau hasn^t been able 
to do that* ^Iney donr t know what their budgets are £crom year to year* 
As the president of .Quinault, wcs are earmarked for 10 years. We 
P'ears wh afc; we can do* There fare so many dollars each year 
for intenasined maTm'gettt^atwr^JBaiL^t^t was a pilot situation for one 
tribe. . ■ ^ ""^^ : — rir~--— ^ ' 

I pushed and lobbied for that forYor S years of la^lng-thejiSCOTd 
.and lite history of Quinault before the Congress, but that iaaS^rue^ 
for the other 5 million or so acres of timberland under ^Bureau man- 
agement. There are 5.5 million acres. 

. That is <me situation ^where we have at least part of the problem^ 
Ten years down the road we know how many dollars we have to work- 
with* > ■ ■ / . ■ : ■ 

Senator MeectcekL^Wo^ proposal for at least say a 3-year ad- 
vanced budgeting that would roll on — ^in other words, every year you 
would know what the next 3 years was going to be in timber manasre— 
ment — work? 

lidjr* De Joa. Crxtz. It would be much better than 18 months* as long- 
as there was a flexibility whiere you needed budget adjustments for 
specific management. 

Senator lkl!Ezx::£CER. X see* 

Xdon't suppose your tribe is involved with coal ? 
33r*I>EljA CKxrz. !Nb;it^^:^^ 

Seimtor Mjetx^her, Obviously, ^ly coal development in the West 
that involves strip mining will probably entail mining^ plans that have 
to be at least 5 yeax^ in advance. It is difficult to get anybody interested 
in developing a mine unless thOT know 5 or lO or 20 years that they 
are going to be able to proceed. Tne investments are so large* 

Indeed* I'J^a told that it takes about 5 years, perhaps a little less, to - 
even secure the necessary equipment to open a strip mine that might 
result in mining, say, 2 or 3 miUion tons a year. C : ^^ 

Yet that iseexns to be the size that would be opened, if it is goir^. 
to^ be opened in an area. The <3[uestion then comes about approviiig 
mining plans and ordering eqmpment and that^s a delav. And then 
after you get the equipment onsite* most of the time it takes 9 to 12 
months just to assemble tlie dragline, or whatever huge equipment is 
xised in that- tyj>e of mining oi>cration. 

^ So I believe I agree with yoti in a more long-range budgetary plan- 
ning^ for tribes!^ natural resources^at least in these two. areas. of coiil 
and timber. / 

Mr. De' Ua Critz. I don't come from a coal area, but I know from 
what happened witli the Alaskan pipeline and our feelings on timber 
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and other natural rosotircc mana<]:ement — «iicli af5 lisheries^ where 
}ia\*e renewable resources — <incl some of *the energy resources wnicn 
are depletable resources* that the teclmology is here to do the proper 
plai*nin^, whether it is lO or 20. years^ and the proper dollars to do 
it right. ^ » 

I think Tnclian people are willing to sit down with the proper Fed- 
eisil officials and people frorri the industry and*satisfy that soJution to 
get all those parties together. Tt took ns years to get the timber com- 
^panies together thflt we were fighting witli to sit down and realize that 
*we are not tlie children that our trustees sometimes treat us as: that 
we are reasonable people, and we can sit down at a table and work out 
some of these problems, ' 
. , Senator ^LEr-oiTER* Yon are speaking of tribe by tribe, 
Mr. De.Xa -CRi^- Tribe by tribe, 

SenatcJr ^ljEn:.ciraEi. TTou sav that 4herc ^ is considerable support 
among tribal chairmen for major ^structuring of tlie area offices^ but 
•that support is by iio'^eans unanimous, I would be surprised if it 
were imaYiimous* I have never kno%vn a situation where the tribes are 
unanimous. • * 

!But I want your feeling, speaking for the ^XCA-» first of all, on 
whether you believe tliere should be a continuation of area offices ? 

-VIr, De XitA Gruz. In some' type of technical service capacity^ 

In^the present structure and the budgets that go along with those 
area offices^ I yo!^ can't see that as good management and a good deliv- 
ery of services where it gets down to the reservation people. 

Senator l^rixcHER. ITou think they are top heavy in personnel ? 
^^fr, X)k T>a Ckxjz. Tlie whole structure and staffing, ti^e agency where 
you have the same departments and same counterparts in -the area 
offices and you get to the;central office — everything we do, each one of 
tho<5e people have to init ial and sign oflF. ^ 

Tlie people that have to work with us and. the Indian people are the 
-airency f)^ople at the resei^vation level, yet they have a count<*rpart in 
the area that really does review work or provides teclinical services. 

T cati*t picture how someone can provide technical services ov^r-and 
above what their counterpart right there on the site and working with 
the' people develops from someone loO to- 200 miles down the road in 
the* area office- 
Senator ^Ii-T.cTrER. T\*liere is.the area office for votir tribe ? 

Mr. r>E T.A Crttz. Portland* , ' . 

Senator -VrHr^CHi%R* ITow far away is it ? 

Mr. I>R T^A Chitz. 100 miles. ^ ^ 

Senator MHi-CTrrER. TVliat if it were at Salt T^ake City ? ' 

^Tr. De Q^xry^ Tf it is a technical service office, we wnrk with other 
jygenrles where we hoVe technical service. TTe are speaking of technic 
'''cal service out of Salt T^ke City, and we got those services. 

I happened to^be with the TTniversity of XJtnh when OKO was fii^ 
started. Tliat ^as the technical service Venter fdr the Indian tribes ^in 
the Xorthwest. Tliose people were able to opertite out of that service 
center at the University of X^tah and <r<>t out to .the reservations and 
try to provide the techni*^al ^rvices. Tt 7<=r/t so with the area people. 

"Senator Mei^c hkk , As X said. T am not at all amazed that there is 
not^'nnanimotis agrerment nboi^ t th e tribes among the t ribal chair men 
yon what should be done there^ because there are two points mvoIvedT 
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Mr. I>E laA. Crtjz. One area out of the 12 areas, I think, was a little 
hesitant aiid that -was Oklahoma. 

Senator ^Melcher. There are two ^points that come immediately to 
my mind- 
First of all: Is the availability of whatever o£5ce that is left adfter. 
res trnc tpring, in terms of mileage, £rom a tribe ? One lixmdred and 
ninety miles away from Portland is not a great number of xoiles in my 
State. With £tii»&re& o£^ce in JBUlings^ some of our tribes £tre over tbat 
<iistance. 

3But if the frniction of the area office ^ou3d move to Denver or Salt 
Lake City, the mileage involved is quite oohsiderable* 

There is a second point that comes to my mirid immediately also. 
That is, that if you are soing to restructure on the basis of saving 
money, you are going to eliminate some personnel, and you don^t save 
much money jmless you do eliminate some personnel, and. that would 
occur here* ^- ^ ; 

The tribal chairman has to bite that bullet if it comes about, because 
a lot of those personnel are going to be Indians. 

^Ir- I>E lux Cnrrz. The nature of the present structure — and X guess 
there is no guideline — ^185 miles or to Salt I>ake isn't dfar* The mileage 
?S immateriaL It is thd nature of the present -structure to get those 
I>eople who provide the teclmical services to go out to the reservations. 
The «ittjoritv of the people in those area offices you never even see» 

Jf it was designed and restructured in order fiiat iJbose people are 
technics^ services — and they have expertise — if the agency people need 
them, tSsfit th^ get out and dea:l with, those agency i>eople and the 
trfbal people. 

It is hcBxd for me to look at what was put up here this morning and 
Fay I am^oing to bite the bullet, and they are going to save that much 
xr^oney wiien I know of the shortages in the agency* I know of the 
shortages of manpower. Historically, as I mentioned!, there is a back- 
log in natural resources. I think in restructurinr ^ney are going to 
do the job. 

' If they ■save anv dollars, there nas to be a reslmfflin*r. 

The Portland area in 19TO— and I think it "was $X8 million in 1969 or 
— approximately $12 million of that \ras to operate that agency. 
JThe other- $6-jnillion--w^ent~to-tiie -12 agc^ — 
money in the area went to the agencies. 

It is a^ counterpart situation; it is a layerin<r situation. 

Senator ^Iei^cker. Are you telling me — and I want to be sure I'm 
right on this— that you don't believe restructuring- of the area office 
results in much loss of personnel, because €here would be i^ore shuffled 
down to the a«:ency level ? 

IVfr- De Xja CRtjTz;- As X look at a lot of the past testimony of tribes 
and past <;!on«nressibn3l Records, the personnel ceiling thing has put 
the Bureau in a bind. At the agency Icivel there is ;i shortage of 
personnel. 

In the one area I am dfamiliar with, where forestry -is our biggest 
branch in HToquiam, there has been a shortage of personnel there for 
y^rs-rras compared to industry or State agencies or other T'edeJtal 
agencies- — to manage the same amount of forestry resources- 

I am saying that if yon have good foresters in that area, they should 
keep «ome highly .qualifiedstechnical x>erson to be Jie adviser to those 
agency foresters in those 12 agencies. 



As f ajr as tlie rest of tihose persomiel, those people shiould be put out 
in the agencies — or those dollars— to take care of the shortages that are 
a known record of backlog. , ^ . • 

Senator Melchee. That is a good point. It 3S an excellent point. 

If the hangup in providing thatpersonnel as in the area office and a 
shift of empEasis from the area oflSce to the agency Trould accomplish 
-what you want, you might be able to walk what I consider would be a. 
popular road for the tribal chairnaaJi- There is no reduction in 

personneX. . _ ■' 

I well know that when you start reducing- personnel^ whether they 
«re typists, clerks, or someJx>dy higher in the GS level, you are ^mg^ 
to have a. built-in resentment c«i the part of the people that are either 
shifted out of their jobs— even if it is moving from Billings to the 
agency, -which is one^ ai^umcnt-^but when they lose their jobs-because 
it is e&ninated, it is a neater argument- Then the tribal chairmen that 
are going" to recommend "fliat are on the spot- 

i£r. J>E I*A Ckttz. The other thing that I keep emphasizing is quality 

persoimeL , - -i t 

In the Portland area, there was a county evaluatKHit ox grace levels 
and: salary levels for academic- — or the job thali was related to that 
individuaL * 

There is no sense in reshuffling personnel or changmg things m the 
agency if the tribes have- to so out and hire- their own esiperts because 
you don't have it within the ]^CA.- 

Senator Metx^obcek. That is an excellent point- 
^ Xf the goal' is technical assistance, then they better be qualMed to- 
provide the type of technical assistance that^ would be utilized if it were 
private industry; few instance, in the case of timber management- 

!Mjr. I)e I<A Oritz. Yes. ' . 

Senator ^fEXCHER. That is an excellent point, Joe- 1 . 

I used- to live on the iPine I^dge Reservation- In the thirties and 
early forties, the biggest pajrroll in the aresaor the genera;! vicinity was 
the BIA. at Kne Ifcidge. Those -were times when our total federal 
budgets were very small compared to what thej^ are no"w- 

JC would, be interested, for my own information, to leam what the 
personnel on tiie i*ine' DBLiHge K^ervation is noWy as compared to what 
it wasin:"flielatethi£ties. 

But I thinkJPwould agree with you that the technical a.dvice should 
be availa.ble:'at the reservation level for natural resources, and tha;t it. 
^ould: be''of a quality to provide technical advice comparable to that; 
advice'iihatwould be given to private indxistry. ■ 

De I*a Cruz. I realize this is not' a popular move when you are 
talking about people^s iobs. ■ 

X was part of a tribal task force for vpestem Washington and the 
Portland' area- "We axe a, multiagency with 20-some tribes that have to 
get services out of an agency in Everett, "V^ash. ETogm is a sub- 
a genc ry. 

TVe vi sited each reservatio n under^ai: ItiH*^ our'Tecom- 
meandations were to move, probably^ to Olympia which would have 
been a more^central point- 

I realize there are a lot of jobs and a lot of dollars r^te-ted. to that 
agency in Everett- Senator Jackson is dErcon' Everett, and it wasnt & 



very popular recommendation but I have still pushed it for the last 

Senator IVlxix^sos^ Xou have bitten the.bullet. 
Thank you very mudhu 

The <x>mmittee will be in recess until 2 pjn. 

L Wliereupon, at 12:65 pjn*, the committee was recessed to recon- 
vene at 2 p.m-3 

APXERICOO:?? SESSION 

Chairman ABOXTRrfyir, The committee wiU come to order^ 
Our first witness this afternoon is Keid Chambers from the law firm 
of Sonosky, Chambers & Sachse. ]VJjr* Chambers^ would you come for- 
ward? Mr. Chambers is a former Associate Solicitor of the Depart- 
ment of the Interior for Indian ^Affairs and was, I thought, an excel- 
lent advocate for the Indian-4;ribes. There have been others who have 
riot been such a. good advocate. TTe are fortunatie to have his testimony 
here today, and we welcome hiid* - - . 

STATKTVTKNT OP EETD PAYTOU CHAMBERS 

Mr. Cix.vzMrBEKS. Thant yoti^ Mr. Chairman. I thank you for your 
good words. - 

I have some prepared testimony which I have given to committee 
staff. I take it you would like me to summarize? Is that right? 

Chairman Aboukezk. If you would like to submit the entire state- 
ment and ad--lib the important highlights, then we would appreciate it. 
[The pre2?ared statement of 2\fr. Chambers foU^ 

TESTXiCOXY OP It£XD T'A.T^OZ^ CSAMSESB 

^^r- Chairman ajid members of the Committee, I appreciate the opportmiity to 
appear before you todair^ I am nn attorney in private practice in W^asMnffton, 
T>Xi.^ As yoa tnow^ I served Associate Solicitor for In<iian Affairs in the 
I>epartment of the Interior Itorti An^st 2973 througrh September 197^ I wonid 
like to offer some sugsrestions on Jiow to improve the legal enforcement and. im- 
plemention of tlie federal trast responsibility to Indians and TncHnrt tribes by the 
Interior I>epartment and theTTnited States Government. 

Historically, the record of the United States Government has not been a strong? 
one in this re^rd. The Committee is, of course, r^tTrint^T^ witb the trarfc conlSict 
of interest wldch lias Impeded tlie strong federal protection of Indian ri£^ts 
promised in the various treaties, 5;tatutes ajid executive agrreements and orders 
concerning^. Indian alEairs-^ Over the years* very fetr cases have "been l>z*ong;Iit 
vrhere the United States has been suing as trustee to protect rrtHif^ry rigjits- More 
often* the United States bas been in court as deiTendant for tbe failure to act as 
a trustee. Moreover, federal departments- — chiefly a^ncies virithanrTJie I>epartment 
of the Interior itself the U.S. Army Corps of Engineers and tbe forest Service 
of the Department of Agriculture — liave sought to seize Indian re5M>nrces or limit 
Indian rifs^ts to resources. Because -iiis conflict of interest continues today» a 
strong singie*purpose agency should be created for fulfillment of the trust re- 
isponsibljity to American Indians, which has no **conflict of interest^ and can - 
vigorously pursue, advocate and implement Indian rights. Tbe American Indian 



i>rort of my practice- concerns repr^efcentatfon ojF^ A meri can Indian Tribes*.- My office 
i'M t% - ff ^ O c n ^ r/il CuuAiKel f^ir tlw AHgt itat>oir«»^ana*^"SroirgTrrib^gR of"*tfi4^"Tori:T*eclc Indian ^ 
ll#?wrvation» Moataxia* the Shonhone^ Indlftn Tribe of the Wln<i TtWn jQdtan Rewrratlon* 
"^yomlnKT. nnd tlie jStandinfr Itocic Slonsc Tribe- ot Xortli and Sonth X>ftlcota* We also **erv<» 
ST>ecIXLl-.CoTin8el ^or' Tarlons otlser Xndlan tribes. Inclndlnc: tbe Temoalc Bands of Western 
Sbo!«bone Indians, Xer^da,. and tbe Seminole Xndlaa Tribe of Florida. I am appearing* 
todax" in my indlxddnal capacity and my 'v^ewR are not necessarily those of my- clients. 

* Kor tbe Committee's Information* X '^am lodxlnfr yon a cow of a Committee print 

**oTic*»rnlnff administrative conflicts of interest In protection of -Indian resonrces ^vbicli • 
I wrote In iOTl for the Senate Jadidary Subcommittee on Administrative l*ractice and 
Procedure. 
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I*oIicy Review Cozxunissiozi bas so recommended and hopeiuUy Consress will act 
favorably on ttiat recommendation. Tlie Policy Review Commission wisely in- 
eludedr as part oC tills recommendation^ a requirement tliat all federal agencies 
Hie an impact statement any time tbeir proposed actions would tlireaten Indian 
rights. Otberwise, the Indian trust agency woiUd be isolated^ and Indians would 
lose the one advantage the present system gives tbem — that of learning — because 
tiaey are in the fox's lair — what tbe fox is planning to do to them. 

Pending creation of a new agency, I believe that there are some changes which 
should be made within the I>ex>artment of the Interior to aid protection of Indiaiu 
rights and enforcement of the trust responsibility. Over one-quarter of the I>e* 
purtmeiifs budget is devoted to Indian affairs. Some of its most exciting, and 
certainly many of its most significant, legal cases concern protection of Indian 
rights. I'et, the i>i vision of Indian Affairs is the smallest of the live central office 
divisions in the Solicitor's office- This reflects an historic discrimination against 
Indian interests, derived from earlier days when Indian legal problems were of 
low priority in the I>epartment- ^Vhile re<'eut Solicitors have devoted significantly 
more of their time to Indian, affairs and the I>epartment has become more 
cognizant of Indian problems and interests, ^he Indian Division continues 
to be greatly undermanned- Twelve to fifteen lawyers are its total complement 
to enforce the trust responsibility to over 300 Indian tribes. The Indian Division 
has 11 heavier caseload than mo.st other diA-isions and many of its cases involve 
protracted legal proceedings against states and sometimes hundreds of private 
iiefeudants» such as cases to adjudicate Indiixn water or liunting and iishing 
rights. 

Altliough the Indian r>i vision does not itself have a "conflict of InteresrVan 
that it has been charged in recent years solely with the vigorous advocacy of 
.Indian legal rights, there is still a serious conflict of interest in the field aind 
regional solicitor's offices around the country. Fre<iuently, the same person 
witiiin a field or regional office represents Indian rights and at the sam e tim e 
i^rv€-s as the attorney for other bureaus and agencies; xvi thin the I>epartment 
of the Interior- Additionally, because Indian lavt- has not! been a fevored practice 
within the Interior Department, most successful regional and field solid tons, have 
built their careers through representing other agencies in the Department. As a 
consequence, regional and field solicitors are often unsympathetic to Indian 
rights- An administrative change should be made whereby attorneys are assigned 
within field and regional offices solely to represent Indian rights. These attorneys 
should report directly to the Associate Solicitor for Indian Affairs, so that their 
advancement, promotion and general support .for their work di>es not depend 
ou api>roval by a field sui>ervisor- The number of field and regional personnel 
working in Indian aCfairs should also !>e expanded.^ 

Aufitiier cliange which should be carefully considered would be vesting tbe As- 
sociate Solicitor for Indian Affairs with direct autliority to refer litigation to the 
X>epi:rtment of -Tustici*. and/or to bring suits in the name of the United States as 
rnisiee for Indian tril^es if the Department of Justice declines to file Utigation 
lie rei-ommends. I should add tliat. in niy exijerience as Astsociate Solicitor^ it was 
.<:omewhat rare for tlie Solicitor ultimately to refuse to sign a litigation report pre- 
partxl bv the Indian division or for tlie Department of Justice ultimately to refuse 
to bring a c^ase which had been referred to it. However, long delays sometimes oc- 
cur re<l. Of course^ if the Associate Solicitor is to have this authority — ^parti-nilarly 
authority actixally to appear in <-onrt — ^peri^>nnel in his office and in field oflSces 
rep<"*rting to him would have to o^mimensurately increase. 

Affinal proi>osal I would like to address myself to is Recommendation K'nm-. 
l>**r 7tl c^f the American Indian Policy Review Commission: that the Associa^ 
Solicitor of Indian Affairs be removed from the Solicitor's office and^ instead, an 
office of General Counsel be created in the Bureau of Indian Affairs. I question 
the desirability of this change 7f f he Associate Solicitor were the General Counsel 
of BIA, reporting to The Coiuuilssioner* his caijal>ilit^ effectively to advocate In- 



^ von kno^. >rr. Chnlrmam one T^if^Td Solicitor handl<^5c nil xrork for T>opartnient of 
th** Interior a^pn**ies« in N'orth an<l Soutb I>Akota and parts of Nebraska. Thore are over 
n fioz#»n major In<Iian trltJes In the ar*^» and tlilst Indi-rtduJtl simply tio*^ not nave the 
time or resources* oarefnlly to Investlgratte all of the leffal problems ana claimsi which can he 
made bv those tribes. This problem was frraphlcally demonstra.ted uAtion-wide when re- 
irional and field offices were asked to report on all possible claims for trespass asninst 
Thir*'! parties which inl;rht be barred by the statute of llmitati^ihs scheduled to e^lre 
Iat«»T^ rhift vear. Manv office* reported that they know of no snch claims* mostly because 

th**v had riot had the tlme^— or taken the time to Investixrate them. Other offices, xchere 

l»#*rii KTA and particular Held solicitors had been more x-enturosome In discovering possible 
claims* reported s>corcs or iawsuits which sliauld be broujrht. 



56 

dian rJglits ootiia 1^ curtailed in certain sitnatlons. As you knotr^ Mr. CImlrmanr. 
tliere is a strong tetidency in any institution^ including BIA^ to defend any past 
decisions*. For example, when the Xortliem Cheyenne Tribe of Montana In 1973- 
challenjLred the vaUdltk of coal leases which had been previously approved by BIA, 
the officials who approy<^ those leases and others within the Bureau stronRly 
resisted this challenjcre. Similarly, Bureau ofBcials who have for two decades -been 
involved In termination of certain California rancherias have vigorously resisted 
and continue to resist claims by rancheria members that their termination was 
Invalid under acts of Conjp^ess, My present point Is this : if the chief le£:al officer 
of the Department of the Interior dealing with ^dian affairs were witlxin the 
BI^ and reported directly to' the Commissioner; his independence and cai>acity to 
advocate Indian riglits could be circuuMcribed wliere bureaucratic forces within 
BIA had created the past decision contrary to Indian ri^ts. For in that kind of 
ors^anizational structure, the laVvyer's cli«at would be BIA and his boss would be- 
lts Commissioner or Assistant Secretary. ^ 

Moreover, given the present striacture of Interior, the Solicitor can be a highly- 
powerful officer* with staif and resources to become intimately Involved in policy 
decisions. For this reason, it is useful to the protection of Indian ris^hts that one- 
of his top associates be an advocate of Indian rlghta. 

On the other hand, I am certcUnly aware of the dansexs where the Associate So^ 
licitor is ineffective or nnsjTupathetic to Indian rights : in such situations^ he can 
be an obstruction to effective advocacy of Indian ri^rhts by, say, an effectivc- 
Conmiissioner who would have no direct control over him. 

I would leave the Committee with this suggestion : there are limits to what cans 
be achieved by an infititutional change.,The soundest guarantee for strong and vig- 
orous protection of Indian rights is Uf insure that; both the Commissioner (or As- 
sistant Secretary) of Indian Affairs and the Associate Solicitor are-men of ability, 
itntegrJty and nnswerving commitment to the protection of Indian ^ rights. Xo- 
institutional change can. insure protection of Indian rights if these conditions 
are notrmer, . ■ - ^ 

I wonld also suggest that Interior's record in tie protection of Indian rights- 
has improved to some extent in recent years- There have certainly^ been grave 
derelictions — Solicitor Anstin^s **stroke of midiright** opinion last Jamiaty denying' 
the <daim of the Quedmn Tribe to land in southern California becaizse it would 
interfere with programs of the Bureau of Beclamation, the allocation of Central 
Arizona Project water to the five central Arizona tribes, continned construction 
of the Central Utah Project, to name a few — ^but such decisions follow from the 
nature of Qie beast: an organi^cational structure where Indian affairs is part of 
Cbe Interior I>epartment. Further institutional tinkering with Interior will not 
alter these Id nds of decisions. 

Vigorous enforcement of the tmst ire5T>onsibility to Indians is a national re- 
sponsibility of all agences of the national government. The Committee may wish 
to consider institutional ^rearrangements in agencies other than the Interior De- 
partment to eliminate obstructions to vigorotis protection of the trust 
respoaLsiblllty. 

Mr-. Chairman, T appreciate the opportunity to share my thonghts with the 
Committee today. , ^ • _ - 

IVlr. CitA^rBKHS. I will do that. Kirst^ my testimony assumes that the 
Bureau of-Xjidian Affairs will stay in the Interior Department in the 
immediate future. I support the American Indian PolicyJRevievr Com- 
mission reconamendatiort that it be transferred to" a separate dei>art- 
ment out of the* Interior Department. Of course, it would take le^sla- 
tion. T hope that that le^slation -will be f orthcominjr. \ 

In the meantime, it seems to'me there are 55everal thin^^ that could he 
done Tv^thin the Interior Department to improve the Department's 
record in terms of enforcinrj: the trust responsibility to t3ae Indians* I 
woiild like to catalog^ those in ad Hbfashi : - 

Chairmaii Abourkzk!. Fine* 

^Ir. Gi3[A^rai!3ts, Tbe first '^sii'Ti^ I wonldf make to the commit- 
tee is that the Division of Indian Affairs in the Solicitors' office Ofirht 
to be expanded dramatically in terms of personnel. There are five cen- 
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tral office divisions in the Solicitor's office. The Indian jStirision is the 
smallest division. It has been the smallest division for as long as anyone 
can rcinember. - ' \ 

There arc something: like 12 to 15 lawyers, de|;>ending on Vacancies, 
that arc char«::e<l witli enforcin*; the trust responsibility for 300 Indian, 
tribes, mana*?ing over 200 cases, most of which deal with cases where 
the United States is sninpj as trustee to protect Indian richts. _ 

That just simply is not enough law^*ers. The reason the Indian Di- 
vision is the smallest di vision in the Solicitor's office is tlie historical 
discrimination a^inst Indian affairs as one of the less important things 
tliat the Interior Department does. 

I do not think that recent Solicitors have felt that Indian affairs is 
unimportant. I tliink that all of the Solicitors I have been acquainted 
Tvith — ^Ir. FrizzeUp Mr. Austin, and the pr^iisent Solicitor, Mr. Kru- 
litz — spend an awful lot of time on Indian aff^airs and recognize its im- 
portance. That has been to the benefit of Indians usually. - 

But I do thin k that, historically, the Indian Division was kept iin- 
dermanned. While it has grown proportionately in recent years with 
other divisions, what really ne^ds to happen is a dramatic reallocation 
of lawyer resources away from other divisions and into "the Tnfiian 
Division. 

The second matter that I bring to tJbe comtmittee's attention is the 
problem in rcicional andjfield offices. The Tn*1ian Division, at least an 
the last sever^ years, has been charged with one role^ as the "c^ 
mentioned at the start of nrj?- testimony. That role is the effective en- 
forcement, without any confQct of interest, of Indian rights, which are 
part of the TJ.S. trust responsibility to Indians. 

But in regional and field offices yon do not nsually have one person 
who has that responsibility and no other conflicting responsibilities. 

Senator Abourezk, as yon know, in South Dakota there is one field 
solicitor. ETe handles all legal work for the Department of the Jnterior 
inthe I>akotas,in ipartsof JiTebraska — 

Chairman a!soxtke2:k^ The whole Aberdeen area ; is that right ? 

Mr. OnAscBERS. That is right. He also handles the work for the Fish 
and Wildlife Service. _ „ .„ ^ - ^ 

That is true throughout the West. The same people in the regional 
or field office will handle the work, both for Indians and for the Bureau 
of Reclamation, the Burean of I^nd Management, for the Fish, and 
Wildlife Service. It is the most manifest conflict of intei*est. 

It seems to xb«u then, that what yoii ought to have is that, in each 
regional and field office wh^re there are Indian matters that come to 
the attention of tJbat r^^ohal or field solicitor, there ought to be one — 
or sometimes more than one-man w"ho does nothing but Indian' 
affairs. . - - 

I tliink the other problem that ought to be addressed is that, since 
Indian affairs has not been, the glamor practice of the Depaxtnient, 
by any means, niost of the career civil service lawyers in the re-prional 
iand field offices who have risen' up the ladder to be regional' and field 
solicitors have done so by. specializing' in other areas of practice- Heg- 
ional solicitors in Portland or in Tusla, for example, where a large 
percentage of the work of both of those offices is Indian affiairs, have 
made their careers by representing the public power agencies of the do- 
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' partaent^and are exquisitely ^rood public power Jawvers but they are 
. not Imowledgeable about . Indian affairs particularly. In some cases 
tney are not sympathetic to Indian ri^qrhts. 

So, even if you had lawyers vrho did: just Tnd ian affairs, they should 
not report directly to a re^rional or a field solicitor -whose major in- 
^S?® major sympathies are elsewhere in the r>epartment. 
My second su|rgestion would be that vou have individuals in 
.regional and field offices doin«: exclusively Indian work and report- 
mg directlv into Washin#rton to the central office Associate Solicitor^ 
who IS the Indian advocate, who is responsible to the Indian trust re- 
sg>nsibility. I also think that the j>ersonnel in the re^jional and field 
offices domp: ln<^an work oucht to be expanded. The same problem is 
- there, Senator JU>oure2k. There reallv are not enough lawvers to do 
.the woric needed for the Indians and for the trust responsibility 

^ly third suggestion is that you may want to look at some of the 
otheragencies. not simplv the I>epai$ment of the Interior, in terms of 
, tne effective admmistration of Indian rights. 

Myxjnly sense of the Department of the Interior Is that it has im^ 
proved m recent years. There have been terrible derelictions. For ex- 
ample. Solicitor Austm, just before he left office, wrote a midniirht 
- the claim of the Quechan Indians to large amounteof 

iand^m sou^ern CaHfornia wit3ioTTt legal j It was simplv- 

.^causeof the i>oliticalhr powerful w^ and the Bureau of 

ICcgamation wanted that opinion signed before he left office. ■ 

Ohairman Asotjsez^ I recall that, I recall talking to 3^r. Austin, 
trymg>to get that changed. 

Let me ask you a question. Do you think that other agencies of ihe 
Government ought to realine insofar as Indian affairs are concerned ? 
Jsn t tnere a «ood deal of resistance to Indian programs in the Justice"^ 
JJepai^ment, for example, and other agencies ? 

Mr- CncAMBERS- It may not be as much resistance as simnlv not hav- 
ing sufficient concern for Indian problems. * ' 
^, ^^.7*=>^ take the Justice Department, for example. Senator, the au- 
. tfaonty over Ijidian problems is disi>ersed. in that Department, it is 
„ not ^ntralized-in -an-VL-oiie-^s^lace^Yo 
wluch recently and admirably set up a separate Office of l&idian N^at- 
ural Kesources. „ 

Ton :httve got iQie ^vil Rights Division, which has its Office of 
Indian I^hte. The Cnmmal IMvi^on handles all criminal cases 
involving Indians or crimes on Indian reservations. 

You have got the U.S. attorneys, who have a great deal of autonomv 
and handle a laijge bulk of ^ the Department's caseload. Then, when 
is appealed, you have to persuade the SoKcator General's Office 
or tne validity of an-Indian position. 
' _ TTnl^ you^have key people in each of those offices who are pro- 
Xndian and who recognize the trust responsibility of the United States 
torlndians and ure determined to fulfill it, vou are likely toget someone- 
s^mg there as a judge and saying, 'Oxiok, X don't agr^ with this: 
argranent^'^ or «I don t agree with that argument.^' But thev will- 
not be looking at it as a trustee. 

.That is the problem you have, say, in the Justice Department. I 
tiiink ywi^ve similar problems, let's say, in the Office of IHanase- 
ment and Budget — at least in my experience. Ton have a low priority 
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given to Indian, programs ia some of the other agencies of Grovemment 
that administer Xndxan programs. IHJ JL> is an example. 

I notice the Senate recently p assed a bill that required the estab- 
lishment of a central office in HTXD that would have jurisdiction 
over all Xndian programs in HTJI>. Thai; is an admirable step. That 
should be done in some of tlie other agencies that have not done it- 
I tliink the problem- in the other agencies is more than they do not 
give a sufficiently high priority to Xndians as something that the 
United States has a legal trust" responsibility to. They tend to look 
on Indians as just something that is going to be balanced with other 
interests, with otiier minority groups, wito. ranchers, with coal, with 
hogs, and: so on; and not look on them as something that we have a 
unique and distinct duty to. - ^ , 

'X guess another change which I would like at least to suggest to 
the committee would be'-this.' I would want to give the Associate 
Solicitor the authority to recommend litigation directly to the Justice 
Department. The Associate Solicitor would also have the authority 
to commence liti«:ation in the name of the United States, if the .Tusticc 
Department de<3ines to bring litigation he' recommends or declines 
to bring it within a reasonable amount of time- 
In my own experience it was relatively^ rare for the Solicitor to 
refuse to recommend litigation I would reoornmeTid to JusticcJ He 
would usually sign on it-- UsuaUy the J Department would 

lxrdngJLt,_although_the^ exceptions- But there were often very 

long delays, delays of over a year ; 'mattCTS~wOiild~ iu" 
the front office. 

It might help the protection of Indian rights — the committee may 
want to inquire into that — to give the Associate Solicitor direct au- 
thority to send litigation requests to Justice and to bring litigation 
in the name of the United St€Ctes- 

The final item I would like to address myself to is tihe recom- 
mendation of the American Indian Policy Review Commission. It 
is that the Associate Solicitor be transferred out of the Solicitors 
Office into BIA. 

I question the wisdom of that recommendation for a couple of 
reasons- 

The first is that the BIA is like any" institution; it tends to defend 
its past decisions. That is niot unusual with an institution. But, where 
you have a past decision that has been contrary to Indian rights,-if 
the Associate Solicitor were part of BIA, his flexibility, his authorily 
to take a pro-Indian position in that situation would be curtailed. 

For example, in the K'orthem Cheyenne coal lease controversy, 
there was strong support in BIA by the people who had approved 
the coal leases— I think unlawfully— and by people who were propo- 
nents of those people to uphold the validity of the leases- It would 
have been, I thmk, impossible for a General Counsel of BIA to have 
resisted that support. 

Similarly, for 20 years, officiais-of the Bureau of Indian Affairs 
have been — I 4hink imlawfully — -terminatinjr Indians on raiicheri^is 
in California. Again, that was* something that, as Associate Solicitor, 
X was able to take a fresh legal view of and iiltimately persuade the 
Commis^oner to go along with my view. I gather it may be some- 
thing that the. cornmittee wants to inquire into. I sather that the 
old-line forces are reasserting themselves somewhat of late. 



I think, again, you have situations tliat have happened in the 
Bureau — ^as in any institution — ^rrhore past decisions have been made 
that were made wrongfully. There is a re^stance of that agency or 
any agency to' reexamine them. J think there is an advantage to have 
the Associate Solicitor be independent of the Bureau to that extent. 

I also think there is some advantage within the present steuoture 
of Interior — the Solicitor is an immensely -powerful political officiaL 
I do not mean personally ; I do not know about the present Solicitor. 
I mean that the office is*a vei-jr powerful one- It interjects itself deeply 
into the policv, despite disclaimers that it doesn't. 

Therefore it is very useful for the cause of Indian rights to have 
someone "vvho is a top associate of the Solicitor who is able to -have 
input mto his policy determinations. I think that would not happen 
if vou transferred the Associate Solicitor to BXAi ^ 

I do 'SLgrGC that there are great dangers. You can have situations— 
we have had situations- — ^wliere you have an Associate Solicitor who 
has not been an advocate of In<iian lights, where you have an Asso- 
ciate Solicitor who is ineffective or unsvmpathetic Then that indivi- 
dual can be a block on effective actions Iby advocates of Indian rights 
elsewhere in the I>epartment. 

I think it is a fairly close question, but I think that the committee 
ought to be aware of other views on'it. 

_I sujjpose that, ultimately, the guarantee for protection of Indian 
rTghts is^to make sure that both your Associate Solicitor and your 
--Ox?mndssioner_or Assistant Secretary g.-rft powp-Hnil a-nri nT^ -mf^n n-P 
integrity and arc powerful Indian advocates in their own right. I think 
that IS imi>ortant. 

Chairman Aboxtkezk. I have come around to the idea — ^and we will 
call it "Abourczk's fifth law" — ^that there is no administration that will 
ever appoint auTrbody who is an Indian advocate in those kind of posi- 
tions. I am talkin^about the full Solicitor and whoever is going to be 
in charge of the jBIA. 

They become BIA advocates and not Indian advocates. I have a sug- 
gestion, by the way, for the Indian tribes who are trying to invalidate 
those leases that were approved by the BIA, liire the iN'avajo leasesrand 
the !?^orthem Cheyenne, who were virtually ripped offby:._^te''energy 
companies- — — ' 
- I think that the Indians ought to-rename those leases and call 
them "treaties." They do not-ha:ve'"any trouble breaking them now. 
[traughtcr.3 ' 

Mr- Ciia:>ibers. It sounds like a good idea. (TLaughter-^ 
Chairman Abotjkezk. We can call the old treaties leases. fXiausrh- 
terj . ^ 

^Ir. CuA^rBEKS. Mr. Chairman, I think that concludes my te^imony. 
If vou have any questions, I would be pleased to respond or if I can. 
assist the committeeon any way, I would be happy to. 

Chairman Abotjrezk. T am interested in the i^ea that you just came ~ 
irp_ with^ I was originall v under the impression about putting the So- 
licitor in the BIA, but 1^ sec that there may be problems arising from 
that. 

I>o you foresee any other problems other than defending old BIA 
decisions that mi^srht arise from putting the Solicitor into the BIA it- 
self and taking him out of Interior? 
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othfrtEf^^;^f^?r? • • *^'''? l^avm^r accoss to the Solicitor and 
Vi^ I : ? ^ decisions, I am not so sure. I do not know quite how 
to put this, but I will try to put it as it occui-s to me. 

Senator Aboui-ozk, you ai-e probably inoro familiar witli BI V than 
than that!*^'^ *^ ^'""''^ dealing- wit it longrcr 

ilf^V^ ^J^^^lt,^*^'^ institutions where the totalitv is less than the 
b1w» R»?ir*^' dedicate<l and capable i>eopIe in the 

Kureau But it^is one of those institutions where tJiev tend to cancel 
each other out. I am not quite «ure whv it happens. 

« t'^V^ and I cannot focus 'it directlv. Senator Al>oui-ezk. It 

isa fear that tiio staff of the Associate SoIicitoV— I -ness it is s"lf-s?rv- 

don/'*^'n"^'*rI^— ^' Vi"-^ advocacy office. I think it l»as 

done an effective job usually. I think sometimes Ave have not done 
e^erA-thmfr Ave should liave. I think it Jias been a i>ositix'e force for In> 
dian ng-htii. ' 

L^VZ V^af- pnttin- ir in as a part of the Bureau, there is 

a dan^rer that it would -et canceled out. It certainlv can be canceled 
out m other ways. It can be canceled out by an unsvm pathetic Solici- 

: .or. It «m be canceled out by apijointin- an Associate Solicitor who is 
not an iiclvoeate of Indian rio:hts— althou^rli I think the incomin- As- 
^^ciate irohritar will be. He is Tom Fredricks. 

>ou certainly can and we have all exi>erien^l situations where the 
Associate ^ohciror has actually held down pro<rress. T have a feelinor 
tliat tliere is a danger, for whatever reason, the office would not be as 

-,^^^^1^^^ ^JA^j^-^ At presently. I .fjcuess I cannot focus it any jnorc 

.1 ^^^^'KK. I>> .vou think the problems of blo<'ka<re, for example, bv 
t Jie_fc>oiicitor could I>e cured by ^rivin*]: independent huthoritv to the As- 
^^^ate Solicitor and also li titration authority ? 
that st^^'^^'^'*'^'^''* ^ tliink that is a positive step. I would -supix>rt 

T think if you do it, ^Tr. Funke. you have to increase tlie staff of the 
t>oIicitor even more. ^^ heti you are handlin«r cases, that takes more 
time than i?onie of the other work in the office; ami vou are worldn*r 
under deadlines, - 

I think that would heli> some of it. The real problem I e.xperienced 
wiui not so much that they would tum down liti<-ation we M^uld rec- ■ 
ommend T snally they would not. :ilthou*rh there would I>e timeln<^. 
llie rc^il problem was conflict of interest within the Interior r>epart- 
ment. 1 lost more decisions than I won whei-e we were takin^r on otlier 
aorencies m the Interior Depaitment. I referred to some of them in mv 
testimonv. e could have a whole catalo«2: of horribles: the Central 
Arizona Project water allocation : some of the problems in water rio-ht^ 
Iitipration m the State of TTashinjrton with the Colvilles and the iJiim- 
mis. - 

There ai-e also^danjrers where they will bHn«- liti'ration vou :isk thorn 
to brinjr but they will not let you take c ertain position.s" vou want to 
take. I *ruoss that really comes up in some of the water in<rhts liti"^- 
tion. That could be cured by havin<r an Associate Solicitor~l>eih«" able 
to make direct referrals to the Department of .Tustice and nltimatelv 
to-bi-m^ cases if the i-efemxl was turned down. 

There is one subtle problem that the committee ou<rht to be aware 
of. If you expand the power of the A-ssociate Solicitor and sav that he 
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bofonic« a kind of solicitor or at l<*ast n dopnty solicitor and you sav 
h<» can refer cns<»s to ,Tiistico, then lie l>t»cnfn<»s*a kind of assistant at- 
torney jrenei-nl if he cnn hrinff cnses himself. Ther<» is n daniror. if you 
^riye a man that niiich power, that ther** will he stronger forces than * 
exist now to make siii-e lie is not an Indian adv*o«»ate. The kinds of in- 
fluences t lint S«»nntor Al»ourezk was nientionin«r over ap>>ointment of 
otlier hi^rh officials^ may lx» l»roii*rht to In^nr on the anpointment. You 
mny l«->se your Tmlian advo<»ate. The man mny linve niore power, but 
the |>oliticnl forces may pn»vent stron<r adv«»cati»s fi'om l>einff ap- 
point*Ml fo that kind of position. Von mi«rht not end up with as mnclu 

T think it is an idea that is really wnrthy of considei*ation. T ^-er- 
tainly wonhl have like«l to have it. T can fuarnntee that.: 

^fr. Ki-NKF^ T>o von think that would l>e ren>e<lied in 7^ai-t by hav- 
in*r the Indian AfTair*^ Committee havin*r approval power over tliat 
appointment? 

Mr. CirvMnrRS. It could lx». jrivon the present committee chairman, 
Senator Abourezk. Rut T would encourage tho committee to focus 
attt-ntion on other a£renci<»s of Oovcrnment also. Tins is pai-tlv because 
of Sennfor AI>oure:'k's work and others in the Senate and els<*where. 
and the determination of Imltan leadoi-s to make sm-e that the Indian 
I>ivi*;ion is an at! vocacy division. 

Thj»re have l><»en improvements in the Interior IVpartment over the 
last or f> years. Thore have not l>een similar improvement in some 
other a*rencies of Oov«»m^nent. 

T am tliinkin-ir that^pr*obably the inar'rrinal Ix-nefit for makinir an 
institutional ,chan«re in Interior is less than the marjrinal l>eneflt for 
rnalcin*r it in other places;; 

yTr. F*r->rKF. l\"liat tvpe of institutional chanjxc- oiiTd von recom- 
mend — let's s^^y at the T^epartment of .lustice anr N»> in O^fTFJ? 

yTr. CTrA>rTtKRS- I think at -lustico you need ir> - 'itrali^ce the au- 
thority for Indian cases far more than it has l^ r. 1 think tliat the 
danin-r at .Tnstice is tliat the riirht hand does not know what the left 
hand Js doinjr often^ It t*^ a decentrali»:efl airency. So often yon have 
\-ei-y impoi-tant |>o?icy deoi^sions l>ein*r made by I~.S. attonieyss. let's 
Siiy. that are not even known by the Assistant Attomey^Oeneml or are 
not known until it is mucjf too late to fTt»al witli thcni' effectively." 

I think the ,Iustf»n« I>f*p:ii*fnient has not — althoujrh there have been 
improvements then-, too. I think the -lustice I>ei>artment has not con- 
ceivecl of its r*>le as a trustee in the satne way tiiat. let's say, the Indian 
Oivisiou of the Interior Depai-tment has. 5>orne iM*oi>le at'-Instice have 
conceive<l of the role that way, and some of them have l>een verv ef- 
fective. Rnf itii».is a matter of the luck of rh«» draw. 

I^et me <riv<» an example. My partner Harry .Sachfw*.. T think, was a 
very etfective Ind in n_ advocate within the .Solicitor Oeneral's officcTTe 
<Hd not see himself .dimply as an Indian -advocate, but he was a stron*r 
and sympathetic f^nprxyrt'or of Indian Hcrhts. TIia- effect that that liad 
on th-" kinds of decisions and the kin<ls of cj»ses that wei*e bi-oti*rht be- 
fore th*» >i 

s^nnt ial. ' >^ 

^rr. Sach^ is not thoro nny lon^ror* Tlio rosult of thnt is thnt it jii** 
dopoitds on what tho pi-oclivitios :inrl attitiules ni-e of \vhoovi>r is ap- 
poin+^'^l to Ins position are. TVo do not kno\r oxaetly \rliat thoso are, 
but It is a matter of ohanco. Tt is not a matter of planning? or dcsi^i:n* 
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The Office* of Mnnnpr«*inont and BiKl<rot hns. not <r<»ncral1y ht^n a 
supporter of Pivsidtnit Xixon's and President Forcl s and, T a.ssnnic, 
Prosidtmt CaitorV policy of sclf-dctonnination. Tlrero are iv»oi^lo tliero 
1 different views of what the ffoals of Indian T>olicv otiffht to 

lie. There has not heen direction from top levels of OfR to clianov 
those views. *~ 

Of conn*e, that is soniethinfr that is part of tlie Kxeonlivo Office of 
^rf J:'^^!*^***"*^- would expect that that would W most faithful to 

the Presidents policies, lint T do not think in practice it has l>een. 

T do not mean that they have l>een just restrictive in terms of the 
bud<rets. That is OMTS's joh. T mean in tenns of tlie i>olicv determi- 
nations. There have l>ecn a numl>e^r of times Avhen the policy determi- 
nations have l>een restrictive of the T:.,iijm riirhts. T think that that is ' 
hir^pdy jns-t a matter of chauflrin^ the view of the a-rencv and ^rt^ttinj^ 
poople in fairly hijrh positions who are sympathetic to Indian ri^zhtsl 
Air. FirxKTC- To the extent that -Tustice can l>e iniproved throu<rh 
institijtional chan;res as opposed to the luck of the di-aAv: TTow woidd 
you reorjranize tlie .lustice r)t^partment ? 

Mr. CiTAMRKRs. If I were the czar of tJie .lust ice Department, T 
%vould want to have a se]>arate Indian division. It wonld l->e just like 
an antitrust divi*?ion or a tax division or somethin^r like that. T would 
want It to have,responsihility for the whole «ramut of Indian cases. X 
think the trust responsihility is important enou^rli. 

Chairman Annt.RRZK. Would that include the criminal as Avell as 
other trnst cases like criminal prosecutions, as well as takin**- care of 
the lands part of it ? 

Cit.\:mrkrs. It would inchVde criminal cases, tax cases, lands.-and 
natui-al resources cases, and civil ri<rhts oises. Those are the four ma jor 
areas, and it wotdd include direct line authoritv over XJ.S. attomevs 
and their handlinjr of Indian caf^s. 

If it could not l>e done as a separate division, one idea that was float- 
m*r arotmd the ^Tusrice Department for some time was havin<r n sepa- 
rate deputy assistant attorney irenet*al in one of the present divisions to 
have that authority. Mayl>e it would I>e in the I^ands Division: that 
probably would be the most lo*rical place. 

Of <*ourfi^. that kind of approach only works if the ner^on is iriven a 
clear charnre by the Attorney Oenei-al, to be-an advocate for the Indian 
trust responsibilitv and for the trust relationslu'p of the X'nited States. 
It does nor work simply to have it centrali:^ed. 

There, were terrible -probl<^ms of coordination. T can remember tax 
cases that the Tax Division would brin*r. There would be criminal tax 
prosecutions where the Interior Department Jx»lieved that taxc<: were 
not owinir ^vhere it was Indian tnii^t land, ixn assijrnment of Indian 
trtist land down in Xorth Carolina. The woman was nmnin*r a motel on 
the land. Tlie Tax Division was criminally prosecutinn her. whereas we 
believe<l the taxes were not owin<r on fruit derived from trust land. 

TVe had a split brief r>rn<'odure: I am sure, Senator A bourezk, vou 
are familiar with that. Tlic Interior Depai-tment could ask tlie -Instice 
Department to separatelv ^tiite the Indian trust views in a case where 
it had taken a position for one of the orher airencies of Ororernment 
toward the Internal Revenue Service. Wo exercised that in this case. 
The court of appeals reversed the conviction and basically held that 
you did not have to pay the taxes. 
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What T nionii is that tliat oa>o novcr shoitl<l ha vo Ikhmi hroiiirlit^ cor- 
taJnly not as ;i^i'riminal prosetMttioiu Hut it is l)roii;rht Ijorausc the Tax 
Division i^icl tH>t t^hock wirli oth^^i* <li visions \vhi<*h \v<>nl<l have iri von it 
tlio sanio oi>inion. It i\U\ not cho<'k witli tho Tntorior TX^pautjnent. It did 
not ohook \vit]i ot her <li visions in .Inst ioo. 

That kincl of <*aso of>nltl Ik* bron;rht by a 1\S. attorney in n criminal 
matter. I^ots of tlie resei-vation InMindary oases like the fio^rhud case 
dei-tve from -eriminal pr<7scHMrrions of jH^ttv^ bnrirhii-ies cnit on reserva-^ 
tions. They are bruai«rht by T\S. attorneys. It is ?iot until rhey roaeli 
the Sni>renu^ ( V>iiW. or jit least thi^ eonrts <:f at>j>eals, that the line ili vi- 
sions in th<^Jnstiee Di'partmi^nt, whieh really have* *he expertise on 
Indian hiw/find out abont it, . 

<'an end up witli reservations l>ein^ term inated as a i*c»sidt of 
ill-sid\'i/ed criminal prosecutions, I think it is serious. I think it is 
soiifothni'j. t hat tli<^ T>epartment of Justiee on^rht to address itself to, 
tairman Ai«>fi:KXK^ I tLjJnk those*are all the ouestions we liave at 
this j)€>int, I wonhl be interested in hearin^r m<^re about the^rnstice Do- 
part^iient Veor*ranization that vou were just talkinfr about, 

I want to thank yon very nun*U for an exeellvnt piH'senTari^>n and for 
your ai>pe:irant*e to<iay** 

Air, CiiAMi^Kits. ThankwVou. 

(^hairman Anoi-isKZK, Without obieetion, we will- insert into the 
record some mtiterial prepaivd for the eo^nnlitce<^ It is entitled **.V 
Study of .Vdmitust rative CouMii ts of Tnterc^it in the Proteetion of 
Indian Xatural Resources,*' ^ . , 

r^raterial fcillows : I - 
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LETTER OP TRANSMTTTAL 



IJ,S. Sbn^ate, 

] ^ Committee ON^ THE Jiji>icijVRY, 

Washington, Z>.C., December i5, 1970^ 

Hon.jAMSsG^ . 

Oluzidiggany Oornrriittee on the Judiciary , 

Z7*S. Sen^ztej TVashingtoriy D.O* • 

Oeah ^Ik. Chairman: For some months now the SubcorcLmittee on 
Administrative Practice and Procedure hjtts been looking into the 
is:5«e of administrative conflicts of interest in the protection of Indian 
niitiiral resources. It came to my attention that the California Indian 
I^e^al Services had sponsored a stn4y that was paralleling ours, and I 
.instracted my staff to cooperate \Wth CIT^S in the preparation of its 
study. The Ifinal invpcr, written by Mr. Reid Chambers, brings 
tojicther full docii men tut ion of numerous instances of con^cts of 
interest within che Federal Government, involving the Departments 
of Interior and Justice, that havtf> resTilt<*d in erosion of the natural 
resource bat^e of Auierican Indians and, in one case, Alaska ^vatives. 
That papeFis attached- / ; ^ / ^ , 

President Isixon indicated a concern witlr thds situation ^ in 'his 
Indian Message last Julyy and the Administration, prepared legislation 
(S- 4165) to deal \vith tJhiis problem* Initial hearings on the bill were in 
September, but it appears that it \\;iH be some time before any action 
will be taken on the proposal- In the interim, the^ case studies discussed 
by Mr^ Chambers present" a strong case-for immediate institution 
of new practices and procedures designed to naiiuroize conflicts and 
maximize protection of Indian rights and resources. Some of these 
practices and procedures are outlined ^Jx^ my foreword to the paper. 

I am sure that my coUeagues^n thEe*:Judiciary Committee, as \vell/^ 
as .other members -"of Congress^ and persons interested in Indian 
.affairs> will find the Chambers' paper useful, and I ask that it He 
printed as a Committee print. / 

Sincerely, ' ' / ' '' 

EowAKD Kexnei>y, 
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I (By Senator SldwarS Seimedyy 



\ A year ago the publication by the Joint Elconomic Committee of a 

paper entitled "Federal Encroachment on Indian Water Rights and 
r ho Impairment of Reservation Development'' >^rought to public 
uttcntion the fact that, iii the authors words 

. Ci>rifljctmg resjponsibilities, obligations^ interests, claims, legal theories^mdeed 
V philOi*ophjes^"-oftentiine=> prevent the Interior and Justice Department admini<»- 
•vtrators, planners, engineers and lawyers from fuLRJling the trust oblig^at ion (which 
the /^^tSon owes) to the American Xndiaxts In regard to natural resources***^. 

^f^^/^t was clear:to ine that these conflicts arose in part from the admin- 
^^''^itrutive structure u-itMn the Interior and- Justice Dep that 
V rcc^uired the same Solictor -to advocate, defend, and- j^^^ 
y ; where the interests of Indians conflicted with those of other Interior 
/ { bureaus, and the same Department of Justice Division. to prosecute 
r Iridian claims against states and third parties while -opposing Indian 
1 claims against the United States. But they arose also from the lack of 
I procediures and procedural safeguards within the Executive branch of 
] so vemmejit designed to minimissc conflicts and maximize protection of 
' Indian natural resoiurces, I tlius felt it appropriate that the Subcom- 
1 rnittee on Administrative - Practice /and JProceduxe investigate this 
\ matter.; . * ' y 

Duiing the course of the Subcoxnmittee investigation it came to my 
V^^ttention that a comprehensive paper was being compiled on admin- 
\istrative conflicts of interest by^^ir. Reid Chambers^ imder the aus- 
' pices of the California Indian Legal Services. 2Vlr. Chambers has 

f-aciously consented to the Subcommittee's publication of his paper, 
he paper, which follows, presents extensive ba<^groimd 3n' the re- 
sponsibilities of the federal /go verjanaent to American Indi^^ns and on 
the 'process by which offlcials and offices of the government find them- 
- selves)4nvolved in confiictH^f-interest situations in carrying out these 
responsibilities. >Iore importantly, the" paper traces example after 
exa mple of jajbuations-^^ Ary±f^T'i>^-rsf-rir\i>-i^ 
^ another, worked to the deiriment of. the American Indian. Wherever 
Indian land and water are invoivedj past and present conflicts within 
the Executive brancjb^ can be found. The examples Mr. Chambers 
discusses illustrate . clearly an element of the process by which the 
Indian land base during the past 80 years has been eroded by over 90 
million acres. j : ■ '\ ; - 

I^ast July the President recognized frheieohflicts of interest involved 
in the protection Indian rights. He oBserved: 

^ The United States Government £tct» as a. legal .truistee for the land and water 
rights* of American Indians. These rights are often of critical economic impor- 
tance to the Indian prople; fr^^Qucntly they are also the subject of extensive legal 
dispute. In many of thes?e legal confrontations, the Federal government, is faced 
with an inherent conflict of interest. The Secretary of the Interior and the At- 

' By William \>^cr, in Toward Economic I^ecHgpttient for ^atife j^mericnn .CommuniUss (Joint JEac^ 
noxnlc Comm., S»isc Cotig*^ 1st SesiaJ p* 4eo. 



.ERIC 



i 



xoriit-y Oenoml must, at^^he sainr* time advance botK the national interest in thla 
u?4e of la'rrcL and wat<rr ri$;bts smd the private iiitoro^Us of Indiasas in land which 
th<^ Kovorninetit holds us txust<"c- 

Evory tnustce ha=> a lejccal obligation to advance the i;Li.irf:^ts of the l>o-ner:ci- 
a.ries of the tnist without reser\*ation and with the higbs^t degfrce of diligence and 
-^LmiL.^^^^^ present conditions, it is often difficult for irh*sr l>**paTtju?ent of^tbe la- 
ter! or "a-ndthcr department of Justice x6 fulfill this obli^tion, No self-re:tpecting 
law finm would e^'cr allow itself to represent two oppoisiirs; client.-^ In one dispute; 
yet X he Federal government Jia« frequently fouifd itself in pr*''CTisel5 that por^ition* 
Xhere is considerable <*vidonce that the Indians are the lo^?^^ ^ hon -^uch situations 
arise, TVIore than that, the credibility of the Pederal ^icov^-riuuent is damag:ed 
whenever it appears that such a- confiict of interest exists- 

Congress 'is presently considering a bill _ to establish an Indian 
Trust Counsel Authority, a separate agency which would have the 
appropriate re?>ponsibility imd authority fully to protect Indian 
natural resource interests. Since the Authority would be distinct 
and sepairate fronci the Interior and Justice Departments, conflicts 
oT interest in the representation of Indian interests could not arise. 
Unfortunately there undoubtedly be a considerable period of 

time before this legislation is enacte<l and the Authority becomes 
operative. In the interim, it ^is clear that certain procedures should 
be established to insure full protection of Indian resources. 

The President, under 25_ TJ.S.C. section 9, is specifically authorized 
to '^prescribe such ressn^ilatipns ais he may think fit for ciarry2ii«: into 
effect the various proA'isions of any iict ' relating 'to Indian ifff airs, 
and for the settlement of the accounts of Indian afToirs-'^ Section 2, 
XJ*S- Code, invents the Commissioner of Indian Affairs — '^under the 
direction of the Secrct-ai-Ty of the Interior, ;ind agreeably to such 
retaliations as the President .may j^rcscribc''- — n'itli the ^*^manu;geme2it 
of all Indian affairs and of all matters arising out of Indian ^relations.'' 
It thus seems clear that there exists ample authority for instituting^ 
effective immediately, the fono\\-ing practices and procedures: / ^ 
F*Tsty, every acrency of govenmient taking action affecting 
Indian rights or claims should give complete and timelv no^ce to 
the rHbe and to the BIA before such action is taken. TC*his shotild 
apply especially to the administr»i.tivc stages of ' any action. 

Second^ Indian tribes or their representatives should^ be given 
full opportunity to participate in any decisions affectin-^ them, 
- including the formlilation of" policies and rules, as well as 

adjiidit-iations." ~ ^ ~ — ... 

Thh'd^ in both administrative and judicxin proceedino^, Indians 
should be :issured competent, independent qounselT'To the extent 
tliat a tribe cannot" xifford counsel, the Govenirrient should 
undertake to finance representii-tion. 

y^naUifj in coses fT^oe of conflicting govornmentitl interests^ 
the Government should fulfill ' its responsibilities under federal 
hiw to represent Indian tribt*s. And tliis re]>rcsentation should be 
under the direction of the <rlient, not of the goveriimcnt. 
Tiu*se steps iiiity not j>rovido a complete answer^ to the probl*''ni of 
confli<-ting interests in the i>rot<*ctioii of Indian rights. They should 
go a long wiiy toward alleviating the impact of such conflicts.. Fail- 
im?s by tht* Gi>verrimcnt to dischsirsie its trust responsibilities withotit'' 
compromising Indian rights *s]iould not be tolerated. Wliere con- 
flicts occur, as the paper which follows illustrates, the Indian- is always 
the loser. \ . 

\ . vr - . 
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MSCHARGE OF THE FEDERAL TRUST RESPONSIBtLITY 
TO ENFORCE CLAIMS OF INM AN TRIBES r CASE STUD- 
IES OF BUREAUCRATIC CONFLICT OF INTEREST 

(By Reid Peyton Chstinben*'^) 

No serv2\nt can serve'^two musters; for either he \vill 
hate tiic one and love the other; or else he will hold to 
the and despise the other. — -Luke 16 :13 

The Unit e<l Stat^ stands iii a jSduciary relationship to Indians and 
Indian tribes* It has been held by the Supreme Court tbat ^'Indian, 
tribes are the wards of the nation/' ^ The duty is a "self-imposed' ' one 
which arises out of the liidian tribes' status *as "dependent domestic 
nations'' within the territory of the United States. The classic dis- 
cussion of the Government's fiduciary dmy to Indian trib^ is found 
in Chief Jusric<' >iarshall's laxidmafk decision of ([[^CT-oit^^ J^arion y-. 
GeoTffla.^ 30 U.S* ih Per,) 1,17 (1831). In holding: that Indiantribes are 
not /'foreign stntes" entitled to invoke the original jurisdiction of the^ 
Supreme Co\irt, the Chief Justice- stated that "the condition of the 
Indians in relation to the United States is perhaps unlike that of any 
other two people in existent-e/' . *^ 

JLater Suprcrnc C\>urt decisions have rt^ainrmed the sj^ecial guardian- 
ship of the* Ff-deral Government for^'Indians- In United Stfites v. 
Kagarna^ 118 U.S. 375 (1SS6), the Court analyzed the fidiiciary duty 
51s growing out of an "exclusive sovereignty * * whicK must exist 
in the National Government" and the fact that Indian tribes are 
"communities dependrrU on the United States.'* (Emphasis in orison 
Accord: 6VteV^t/ St<tte^^ v SandovaL 231 U.S. 2S- 45-46 (1913)* " Most 
recently, in Seminole v United State^t, 316 U.SL 286,-296-97 (1942), 
the Supreme Court held that the Uhite*^! States "has charged itseJf 
Arith moral obligations of the highest responsibility an<l trust." This 
guardianship was referred to as in part "a humane and self-imposed 
policy." 

The existence of this trust relationship was recently reaffirmed by 
President Nixon. In a message to Congrt^ss on July S, 1970, he em- 
phasized that: 

The United Stat*^ Gov^mineat acts as u Ic^gal trusst^N^ for the land and water 
rights of .A^mericaii Indi:in=^. Thesf* ripchts are often of critical ceononiic importance 
to the Indian pcoi>le; frr^quently thov are also the subject of extensive li-'xal 
dispute. 

The. President noted that many legal disputes conccmin^: the ex- 
tent of the Indians' land and wuter rights are between them and 

*This ptip^r xvM pr*^pari^ for CalifomUi In^iian "Lrft^tt Services (CTLS>, Thv^ author !s an actiap prol^-ssor 
of Ia\*r, L.nivci>;ity at (^tUromia tit Los AnR^l«<. lie Is jrmt^ful to ClLi5, und to all IiuJivWuuU who h;kve 



H. Vcetler^ Esq*, mid 1. S. UVi*k«iiw>rdt^ KsKi. 

* Vnited StaUfr JCofjamn, UiS t;*S. 3HI (lss*0* Ui Ch^ol:ee /C4ition v. aeorriia^ 'M TJ.S. <5 Pc-t. » 1. IT ilj^^n. 
Chivf Justicr- Marshall staxc^J that tho re1atj«*nsTiip );'-Twoc» Indians and the Cuit^^d :>tat«( **r«^2S4rniliW that 
of a w:ird to his (niar»:tan/* VnkU^ ^nf^ir t\ /^astrte. liivi tT.S, 44*5. (l*^J4): 0#"f/cr*<J JSTation v. Vnifed :>iat€9, 

(1) 
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a^tfiicies of the fcxJernI jrovenuiient, tlieir tnistee. Such mstances in- 
volve conflicts of intercsHt, as it is^ impossible for the government vig- 
orously to provide legal representation to the Indians and^ at the same 
tim#v *^^^<^ctively pursue its ojvn desigjns and ix>licies with respect to 
hind aiiid water also claimed by the Indians. 

In order to remove the conflict of interest^ the President proi>osed 
creation of a new entitv, independent of the executive branch, to 
l>rMvi<!e Urgal Te presentation to Indians. Legislation to establish this 
entity — -tlftr IiidiMii Trust Cottnse! Authnriry- — was s*.Mit t<> Congress 
on July 31, 1970. As proposed^ the Trust Counsel Authocity would be 
controlled, by a three member Board of Directors, appointed by the 
President with the advice and consent of the Sn^nate* The Board of 
Directors, in tirrn, would apiM>int the Indium Trust Counsel as the 
chief leg:ul officer. 

The pur|x»se of this paper is to extimine several situations where a 
conflict has arisen between Indian trust rights and conflicting federal 
chtims. The situations described herein ha\'e alL arisen within the piist 
throe years, althoTi<rh in some cases the conflict of interest has deeper 
historical antecedents. Since the trtist responsibility ^ to the Indians 
is primarily reposed in the Department of the Interior, the conflict 
of interest is most direct when the agency with, an interest adverse to 

- the Indians is a biu-eau ipcated Within the Interior Dex>artment. 

, Therefore, conflicts between either the Bureau of Land \Mana^ement 
or Bureau of Reclamation — both Interior ag:encies — and Indian 
rijrhts have been selected for most of the cases anal3'5:ed. 

In anttlyziiijj the conflict of Intercast between «:ovemrnent agencies 
and the Indians, it is miperative to |xrrceive that the federal goverxx- 
ment as trustee is charged with the protection of what are essentially 
private property- rtghts. As trustee for private rights," the government , 
docs not act in its iisual political capacity, but is charged with the 
same general obligati'^ns as are imposed on private trustees.- 

Indeed, the Court of Claims recently held that the United States ' 
should be held to ''the most exacting fiduciarv standards'* with 
respect to Indians, whatever its <*ther goals ancl preferences.^ The 
siin^e principle was announct^d by the Supreme Coinrti in Seminole 
Katloti. Xjnlt^l States^ 316 U.S/2S6, 297 (1942). Just as a private 

^ trustee, the United States has a d^uty of undivided loyalty, which has 
been called the -'most fiindainentar^ duty owed to tlie beneficiary by 
his trustee or a ward by his ^ardian.* Another imi>ortant duty is 
the obligation * preserve and ]>rc>tect the trust proi>erty, wliich 
includes taJcii*^ all reasonable steps- to enforce the beneficiary's 
legal claims relating^ to the property.^ And just as a conflict between 
the private i:nistee's fiduciary duty of loyalty and his own personal 
interests would be intolerable if it "interfered \yitK* performance of his 
trust responsibility^ a conflict Ix^tween the rights of Indian bene- 
ficiaries and the public pur]>oste embodied in federal programs with 
adverse interests must not impede the effective discharge* of the 

-In ySeno/m^ticc Trite of IndieoM r. ZJnSUd Sfafes, 101 Ct. Cls. XO, in^l^ (1944), ic ^wsl< heW ttutt a. sp«^I 
•urt-wUciional act pcwidinit xhat •*th** court shall apply n5 n*s«uectit th#* United Slat^ the saiw principles 
of law a* would nppll^ to an ordinary rtdaciary. adUfn] little to the settled doctrinr that th^ LTnlt«<i 
Srat*^.asr«*Kardsltitdf-aJinjc5^'ith tb«^ property of t^^Indtatis. ts a tm^t^^.'* I u A/CTiomin^tf^ XWft^, tbecovem- 
niPTit W3S bamfd from bon^owinjc funds from the Indlaiui wfThout paying: a normal rat^ of int«*rcst, and from 
nuikinc «rxpenditarv!( with Ufgh-int<rrpsc funds l>ofor** •*xhau::tinsr low interest accounts- In Sioux Tribe ». 
VniUd States^ 105 Cc Cl5. 725 a<H6>p the court h*-:d that th#* poircrnment has a standard fiduciary duty to 
make a proper accoiintintc Co Li<- }>cneficiary. 

- ,\'arajo Trihr of InditixiM r. L'nlUd StafeM^ h\ 2ii 3'^ ICt. Cls. IWi.) Coinpare Menoutfnte Tribe 
f»d*Qt»it r. Vnifed ^uUm^ l<r2 Ct, Cls* 555 <.K#^5>. 

* Sc*#tf. TruMt9^ p. l.r.*7«nd J ITO-IT. c 

- Id., 5 6 176^-177, _ . 
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United States' fiduciary oBIigation to protect private Indian property 
rights- 

Tiiis *^con3icf then, is not one which properly can be resolved 
through the process of balancing conflicting interests. Such a balanc- 
ing procedure within the executive department is desirable \vhere com- 

getinf^ jniblic policies are being balanced; this, of ^coui^i^,. is the method 
V which public pbUcjris formulatidV But j^^^ rights, which the- 
United States is obligated as a fiduciary t<> defend, cannot be so bal- 
anced against conflicting public purposes. The government's relation- 
ship to the Indians is, in this respect, unique in character/ 

On the one extreme, the prohibition against the :,IJnited Sta ' *-^% as 
tntstee, having an interest adverse to his beneficiary could coj ceiv- 
ably be resolved by holding that wherever a public purpose conflicts 
%\-ith Indian trust rights, the latter shall always prevail. Such an abso- 
lute frustration of comp>etin^ public policies would clearly be intol- 
erable for several reasons. ^lost importantly, the formulation of 
public policy must retain more flexibility than would be permitted by 
suc^ an iron-clad rule- As will be seen, Indian propertv rights are some- 
times diflicult to define and raise complex legal and factual questions. 
-Moreover, a private trustee faced with a conflict between a fiduciary 
duty and a critical personal interest could resign, whereas the federal 
trust obligations -cannot be ended ^vithout an Act of Congress. What 
can be demanded at a minimum is that Indians' claims "^be asserted 
by an advocate with undivided loyalty. 

The opposite extreme would bfe a rule requiring the Indian interest 
to yield to conflicting public purposes. In the past this extreme — 
while by no means a fast rule of administrative practice — aptly de- 
scribes the result of most, although not all,* eases where a conflict of 
interest has arisen in the discharge of the federal trust responsibilitv* 
In part, this consequence may derive from entrusting primary re- 
sponsibilitj' for admmistering the trust obligations to Indians to the 
Secretary uf the Interior and, within the Interior Department^ to the 
Biureau of Indian Affairs," The Department of the Interior's major 
responsibility is the management and conservation of public property 
and resources;® its bias, therefore, would be against conflicting private 
property rights, \ 

The Indian Trust Counsel proposal now p>ending before Congress 
represents a departure from either of these extremes. Without pledg- 
ing that private Indian interests shoiiid prevail whenever they cohr 
flict with public purposes, the proposal represents an institutional 
rearrangement in which private rights can be advanced with xmdivided\ 
loyalty. Since the proposed bill waives the sovereign immunity of\ 
the XJnited States in connection with actions commenced by the Trust \ 
Counsel, it favors resolution of conflict situations by the judicial ^ 
branch rather than by executive fiat. As stated, this is the very least ' 

* Whll« tli« ciii^ studi«^ d«99cribed belovr are ones wh«M-r' th«f Indiftn Int^n^sts app^'or to huTe been compro* 
znls^» ttiis is^ of cout^se, not always the retolation whett cotiOict arises. For eumpie* ia Jamaskry th« 
Solicitor determine tlidC th« south boundary of th«» Salt Kiver Indi&a R«m-vation in Arizona, had been 
erron^ou5aydet«tmin«<i by the Bureau of LAndManaicement to b» the north » rather than the !>outh, channel 
of the Salt River. Memorandutiu Solicitor Bdward Weinbenc to Secretary of the Interior. January 17^ 
1969. Similarly, the Solicitor determined in 1966 that th«» boundaries of rhe Yaleima Indian Keservation had 
been erroneously surveyed and portions of the lantl that should have heen included in the reservation admin- 

^ ister*^ by the BI^Nl, should be returned to the Tribe. Memorandum. Associate Solicitor for Tndlan AlZairs 
to As&istant Secretary for Public I^^od. Manuf^exnent^ June 19^, ^*Kestoration to Yak; ma TrU^ of T^n^*^ 
Omitted from. Survcv." ■ 

* 5 U-S.C* H 22. 4K1. 485* 2S U.S.C- 5« 1* 1 A. 2- 

^ Its duties Include administration of public tands» minns^ territories and poeisesKions* tish and wildlife, 
natiotiaI|parks« and. petroleum conservation. 
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to which the Government's Indian wards aro entitled— to have their 
cases advocated and adjudicated by officials and tribunals free of 
divided loyalties. 

The Nature of Legal Conflicts of Interest 

In le^l representation, there are three basic conflict-of-interest situ- 
ations. The fxrst in where the attorney himself has a personal interest 
ill property claimtnl by his client. It is obvious that an attorney will 
not 3iealouslv advocate his client^s interests if he must sue himself, a 
coiT>oration in which he has a substantial financial stake, or his 
employer. Such representation has rcF^eatedly been declareil to be 
unc thicAtL* 

Similarly, an attoiiiey cannot effectively.. represent a client whose 
claimed rij^hts conflict with those of another client.^*^ An a.ttomov 
''should resolve all doubts against the propriety of rei>resentihg: mul- 
tiple clients*^* The multiple client problem, where a federal agency has 
, a claim to property adverse to Indian claimants, is the most common 
conflict in federal representation of Indians." 

A third conflict of interest is that political influence rnay intercede 
between the lawyer and his clients. A conflict may thereby be created 
between the attornev's duty to his client and his dei>endence on third 
j>ersons— here, chiefiy hig^Her officials in the Departments of -Justice 
and Interior and members of Congr^^- Canon 35 of the American 
Bar Association^ CJ<3un<yn^ of JProfessianoZ Ethics ^ would seem to be 
violated by the present structure b^r which federal legul representation 
is provided to the Indians. It reads ^hi part) : 

TTie professional service?* of a lawyer »«liouI<l not; be contxolled or exploited by 
any lay agency, pi^rsoua! or coriK>ra.te^ whicli intervenes betweexi elien't and law- ' 
yer* A la.wyer'^s reHpoiisibiiiticH and qxialification^i are indiv-idiial . . * . A lawyt*r's 
relation to his client should be personal, and the res^ponfisibility should be direct 
to the client. 

The American Bar Association Oode of Profession^ JRes^ponsihUity 
similarly bars political influence exerted upon an attorney-client 
relationship.** Sthical Consideration 5—23 declares that: 

Sirleo a lawyer must always l>e free^ to exercise hLs profci^ional Judgment 
without regard* to the interests or motives of a third person^ the lawyer who is 

* /LL^.U-m^can 3ter AssoclaUon. Committee on Kthks. Inlbrznal Opinion Ko. 907 C1966). la ZJrtiled StaZem 
r.^lnonij^m^nA 215 F. Supp. 111. 113 Tetm. 1963)^ the Court stated: VA.ttomeys most not allow t2ieir 

private lint'H^ts to conflict with those of tlvpir clients « . T^hey owe their entire devotion to the interests 
of the^^m^-nts." 'r ^ 

i:>i5citAtix)ar3r-RtileJS-10l. CAmerican Bar Association) Ood^ of J^fessionaZ JtevponMibilitv prcr^^fss **^xc^z»t 
with th»* cons^t oS hist dien trailer full <Usclosure, a lawyer shall not accept empioyzaent tf the exercise of his 
pFOfeHiclona] icdjEment on behalf of his <^ent wlli t>e or reasonably. 2nay be ajffected. by his own. financial, 
bU9ine^« property* or personal interestp-*' 

«> For *»^taim^^- an attorney for an Insurance company was en^acced in representing motorist insured - 

by the company . in a suit aeainst V followins an antomobile acrctdent involving JZ and Y. In this litifr&tion, 
the «ttorr»*v- was contendlnic before the court that V had been nettli^ent and X had not been nefcllieent. One 
to th« tenirth of the court proceedingr- &ad the size oX his out-of-pocket expenses in connection with his injuries* 
X requested an arbitration proceedinic under the terms of the policy where« if successful, 2Z cotdd require 
prepayment of certain benefits. Xo resist prepayment, the company must show that X w^ negligent in the 
accident* It was h^ld that the same attorney could not represent both X in court, and his company in the 
arbitration proceedinfc, even if both X and the company consented. Informal Opinion N'o. 977 (1967). 

^* Kthical Consideration American Bar Association » Oodc of JProftsmional It^^tyn^Uitg* 

12 The f«^eral eonflict-of-'interest laws protect tte Oovemment afcalnst any such <»nflfctinc interest held 
bv its emptoy*>es. 'Phese laws, butressed by criminal sanctions af^nst violators. x>rohibit any federal em- 
T'^ovee from represe** tinic a private party b^ore a court or air ^«.cy In a matter where the t7nitc.*d States has an 
. . •-.iterest* IS , ii^ lax*;. 205. This prohib^ion survives for period of time after a i>erson leaves Kovemment 

* t-.uplo^'m^nt w^th respect to matter?* in which he actively participated while with the government and. 
umtti-rs under his olllcial supervision- IS IT.S.C- 5^ 207 ta),Cb)^^ 

Kihical Consideration 5- 21 read^i In part: ••Xhe oblifralion of a law3rer to exercise professional Judgment 
-S^Iorv on behalf of his client requires that he disreswird the desires of others that mifEht impair his free Judfr- 
ment. The desires of a third person will seldom adversely affect a lawyer unless that person is in a position 
to exert strong economic political or social pressures upon the lawyer. * 

/ 
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employed b>* one to represent miother must constantly guard ag:ainst erosion of 
his professional freedom* ■ \ 

While political influence may properly focus upon government 
ttttomeys who are chargred with implementing public " policies, it 
cannot be justified in the cat^e of attorneys employed in the discharge 
of a federal trust responsibility to protect private rights. 

The case ^^ludics which follow demonstrate that all of the three 
types of prohibited conflict?* of interest, exist in the federal repre- 
sentation of the Indians. Additionally, tbey indica^ that — where a 
c*>r*flict of interest of the **midtiple client" type cxists^^ and a fedejral 
ugenc3r is claiminjr t rust property in which the Indians claim an 
interest — no ficovernment attorney is at i>resent charged with single- 
mind<*dly ad vuncing the Indians^ claim, Th*^ Solicitor's office, in 
evident violation of professional etiiicai standards^ generally 'Rep- 
resents''' both the Indians and iho agency involved, Xloreover, the 
controversy is ii-<u:tlly re^^olvefi in that office itself: the Solicitor iss^ies 
**opini*:>n^' wtiieh, far from resembling an opinion letter from a 
]>riv*i.te ^tttomey to his <-Hent, constitutes an adjudication 6f the 
«lispute for all practical purposc^s, Xo government attorney N^will 
**appear^ th<* opinif>n to a court or higher ^uhninistrative autfiori.ty; 
M is acce[>tt*d as a statement of the Inv/J^ \ 

CASE STUDIES OF CONFLfCTS OF IXTEREST ^ 

A. TTnE MULTIPLE CL.IK>;T*' PltOBl-EM 

1^ I^eaxe. <yf Colorado Itfcerfront I^ro-perty, Olaimed by ic 'i^chan T^rtbe, by 
the JShreuu oj f^and lilciTingement 

The Bureau of I^and ^lunagement (BI-.^!) administers the public 
laiiils of'the United States, .Xcit infrequently the IBL\I sells or leases 
l:inds lanils chiimtul by the Indians or Jndiaii tribes- 

The <.^*>lf>riLdo River serves ;ts a boundary f^>r a number of Indian 
reservations along its banks. Riverfront property in many areas is 
especially valuaiblc for recreational purposes* In April 1967, Interior's 
Program Support Staff recommended that Secrctarx' Udall approve 
a lease of lands to Yuma County Cor an airport and park facilities.^^ 
These lands, which border the Colorado River, were claimed by the 
Qnechan Tribe to be part of their Fort Yvi ma Reservation, 

The conflicting claims of the tribe and the BLM were presented to 
the Department of Interior's Solicitor for his ^'opinion." The^SoUcitor 
reasoned that the Qucch^ins possess a beneficial interest only in. the 
in-igable lands within the^ reservation, but that Indian title to non- 
irrisrable reservation lands had been ceded by an agreement of Dec-- 
en^ber 3, 1S93^ ratified by an act of Congre^ in 1S94-**^ The Solicitor 
then determined tliat the proposed lease was legally unobjectionable 
so long as one irrigable parcel of lanrl was excluded from it-^'^ 

In rendering this **opinion'', the Solicitor was in reality arbitrating 
a dispute among various of his ^^clicnts/' The Indian, tribe and the 

AIedia.t<on of rlhspiited fnt^i<*st?; of two ctiontj* l»y an attorney Is pcrmlssiWa only if (\y l>oth clients 
attlmiiAtlvely rfniucst it und C2) tlie attomoy U^'sists from furth^T roprcst^titation of Wthei client on the inutter 
involved. American I^ar A2>$oci^tii>n, CW« o/ I^rof^Msional Jte^fponmbilitu* Kthic:*! Con^tsJderation 5-jr>; 

Memoranrtujn* •*1/*»U5<* of L#an^«: to VumA Comity," ActinK I director Proprum Support SCuH to S«rcrctary 
of t:i<>^ Interior,' April IJO. V^^. 

M Ac-r of Aii*."u>t 15. IStu. Stat. 'ST: C\t<\n>- 
^ y « opinion of Juiif li**lK^ Stntus of Lund ^nTA^ S.R.22 iittd 23 E.» SH.M Proposal for UctiS^ to Yixraa. 
-County, Arizona. 



^lA, on the one hand, resisted the lease; other Bureaus within the 
Department supported it. Clearly, the Solicitor could not provide 
complete legral reproiientation to the competing interests. Rather than 
acting as a,n advocate, he functioned as an umpire and fashioned a 
^ 'com promise*^ sohition. Moreover,, the critical technical determination 
. as to which lands were irrigable and which were nonirrigable was made 
by the Bureau of Reclamation, one of the Bureaus which favored the 
lease-^^ ' 

In sustaining the Ugality of the leases the Solicitor held the 1893 
Agrreement^ on which the 1894 statute was based, to be valid. This 
determination rejects certain claims of the Queehan Indians that the 
Agreement was an utter nullity because it was obtained bv fraud, 
duress, and even foigery — -arguments the Indians could expect an 
uncom promised atlvocate to advance in a judicial or administrative 
proceeding. 

In 1S93 C^an^^^^ f^j-^i^tod a right-of-way to an irrigation companv 
to construct a canal over lands ^n the Yuma Indian Reservation/*^ 
Three commist>ioners were appointed to negotiate \%T.th the Indians and 
obtain their cons<Mit to the right-of-way/ The tribal members could 
not read, write, or und<iirstand English, and an Indian interpreter who 
was not a member of the tribe was engaged by the commissioners. An 
"agreement^' w^is concluded, by which the Quechans granted not onlv 
the canal right-of-way, but also forfeited all reservation lands' in return 
ior allotments onco the canal was constructed. E\;idence introduced 
before the Indian Claims Commission ^indicates that the interpreter 
and commissioners forced some Indians to sign document, forged other 
signatures, and failed to explain that the agreement would have the 
effect of ceding the entirety of the reservation.** Moreover, eight tribal 
/memben?; op prosed to the agreement were imprisoned in Los Angeles 
at/the tirne it was signed; some of these dissidents were whipped and 
^one died in prison 

, The agreement was ratified by an Act of Congress in 1894, but 
significant jportions of the act were never carried out. The Act specifi- 
cally proWded that unless the companv began construction of the 
canal within three years from the date of the passage of this Act, . . . 
the rights granted by the Act aforesaid shall be forfeited." The 
canal was not constructed %vithin that time period. Instead, an irri- 
gation project over reservation lands was finally constructed over a 
decade later pursuant to the Reclamation Act of 1902 then in effect 
and an appropriation bill enacted in 1904:.^ This legislation was far 
less advantageous^ to the Quechans than the 1S93 agreement, for the 
entire cost of the irrigation project was to be borne by them, and. 
the land wa:^ to be sold at its value prior to reclamation, rather than 
by auction at market value as provided in the 1S94 act. Allotments 
were not made until 1912, nearly twenty years after the 1893 
agreement.^ 

Id, at p. 2» 

« Art of F^brtxAry 15. UTO, 27 Stat. 456 C18R3). 
4 ^^?r iSiV*** <liJ>put*- diM-usmi «^bove. th- Qt2«-c:hanj« fli«a a cJaim against th^ r nlt«<l Stai^ aswert* 

inff ttirlia^ility of the jcavpmm^nr for xh«f Jo« of use of a oonsidera»>l« amount of their Uutd. Xft^ Queehan TW6<r 
o/fAj' > umn J^rrraCiort r, JJnUtd J>i4s£rM^ Ind* CI* Com. Docket Xo. 

» I nde«d« the cj^rtmnent and coxiicressionai enactment foUoMtins: it hav^ never l>e«n interpreted as extin- 
RutehinfT the Queehan b heneftcrial Interest in IrrlfEabte lands which have not been 'UspcMvd of under the 
reclamation laws of the Unit«Kl States. 

V^*HSS?S- Veeder to W. Wade Head. Area I>ireccor« PhoenUc, Arleona. April IS, IflTO, 
**TlUe of the Quecban Tribe in the Yuma Indian Kejiervalion." *^ * 

3 3S i^tat. 2A6^ 336 ef 

> 33 Stat. 199 at :224 C1W4>. 

^ Ve-xTer memorandtim» Mpra, note 23, at pp. 23-24. 
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Clearly^ axi ax^ment caji be made — and would be advanced by an 
uncompromiscd advocate of the Quechans — that the 1893 agreement 
was void, ab initio^ and that even if ^ the agreement were valid, the 
cession of Quechan la&kds contained in «t and in the Act was 

revoked by the company's failure to commence construction of the 
ca=inal withm three years* The area continued to be administered as 
an Indian reser% ation after the 1S94 Act^^ and the 1904 Act recognised 
that the Indians maintained a beneficial interest in irri^ble lands 
(t.he only lands the 1904 Act covered) not sold to settlers. If the 1S93 
Agreement and 1S94 Act had readly ceded all reservation land, no such 
beneficial interest could have continued- The issue, of course, is not 
whether these ax:^;:umentsi would ultimately be siistained: the crucial 
-point is that they were never articulated by the Solicitor- . 

j?. 77ie Use of Bi^ Tlom River "water by the Sitreau of Recla7nati<m 
The Bureau of Reclamation is the other agency within the Interior 
Oepartment which most often has claims which conflict with Indian 
trust property -^rights. Xhe federal reclamation program^ ori^^nally 
limiteu to the construction of irrigation woffcs for both public and 
private users, has oxpande<l over Xhe past seventy vears to provide 
water for p>ower, municipal, commercial, and industrial iisers.^ Rec- 
lamation projects may store and sell surplus 'waters, and may advance 
such objectives as nnvigatiou flood control.^ 

Fre<iuently, these projects seek to use water to which Indians and 
Indian trib^^ have a claim under the ** Winters Doctrine.^* First set 
-forth in Winters v. United StaJes^ 207 U.S. 564 (190S), this doctrine is 
that when the Indianss ceded lands to the federal government, they 
impliedly retained rig:hts to sufficient water to serve the present and 
future noeds,-^ of those^ lands which they retained.^** 

There are a numb<^^r of xiru-esolved general issues concerning Wzti^/^ 
doi^trine rights. While it seems ^ that the Indians can use their water 
for any purpjose for which their- reservation was created,^^ it is not 
clear how far they may dei>art from the initial aCTicultural use served, 
by^ irrigation.^ ^loreover^ the measure of the T^ytniers doctrine- right 
nxay be exceediiigly complex, involving a |>resent estimate of future 
beneficial needs, ft seems obvious that ^e Indians require an advocate 
who will press tJtiose claims to the fullest extent pK>ssible. In a number 
of instances, the Interior and Justice Departments have desisted from 
doing so, in large measure because of the conflicting policy of tne 
Sureau of Reclamation to appropriate as much water as possible for 
the reclamation projects. Reclamation projects, in fact, cannot be 
authoriiced under present procedures unless found feasible from a 

^ This wM« rFcocmiz^JUi *n ^arlKr opiiilct try ttut Solicitor. ^inu»ry 8- l»3e, M-281««. pp. lO-ll. 
^ Imiratlcm 1» Uie paromcmn^. for r«icIamjUlon waters. 43 TT^«C. }S 4SS»i. SZl^SSZ. wm not until 
thMt Con«cr«3fli lacvnenftlly mxtboriztKl the cilicpasitloa of projccc water to*^ U3t» oCtier than irrSfcntlon. Ac^ 
of K«braary 25, 1«30. ch. n Stat. -151, 43 CS.C. ( 521* Bat as early av the Secretary was authorized. 
.> jfupplv water ami power to ^nowns or ctrirs on or In the Immedtlate vicinity of frriics^ion prolects.** Act 
of April 16. ch. 1031. 3A Stat. 11^17 43 V ^*C. 522. 597. 

^f. Sasc. ••FecJeral Reclamation I-aw/' WaUt Md »r«^ J^^hlm, p. in. ^ ^ , ^ • 

United Staiem v. yUOannnt^ JrriQotion. X>imtrict^ 'J3t^ 3d 321, 32ft <!>th Oir- 195G): Omrad IweHmeTit Ca^m^ - 
pa^y V. United Statem, 161 F«<1.S2V f<«h Clr. ^ ^ ^ 

» Sr^ generally V«eder« Wfmfers J>oetrine Itightm: ICejfMtone of I^atiowU P^ograinM for wewtern I^emd «ntf 
Water OmMfrvafioiv nna Ifiiiizntion^ 36 Mont<am X*. Kev. 14{» <ld65>. ^ ^ 

•*ThT Master "Tilecl thitt the principle anclerlyini; the reservation of water rli:ht9 for Indian Keserw^tmst 
was enuaJIy appbcabU* to other Meral estahlishments such as Kut l onaT Recreadon Areas and XaUm^al 
Forests. We a^ree with the condtttions of the Master that the United StatSs intended to reserve water^um; 
cient for the fattzre Teciairements of the Lake Mead National Kecreation Area, the Havapx Lake Nattorol 
wrndUfe Refuiee* the Imperial T^ational Wildlife Reru«:e and the Olla >fatlonaI Fonest.** ^izcM v. CWi- 
/<0-i«ia. 373 U^. 546, 601 tlS>63>. , ^ 

In United ZStaiem v. HTniker Hirer IrHc^on ZPMritti 104 F. 2d 334, 340 <1<)39). the Court of Appeals f<wr the 
Ninth Oinrtilt held that a tVhUere doctrine riiUst could be t2sed for irrUCb^ion. p€>wer. and domestic and 
stocJc-waterinc purposes. ^ 
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ftnancial standpoint. A finding of feasibility requires that the estimated 
cost of proposed construction which can properly be allocated to 
irri2:ation,. power, municipal, and naiscellaneous purposes be repaid 
to thr* United States from the sale of water and power to private 
users j 

Another point of contention between the reclamation projects and 
3hidian Winters r^hts claims is that— while the Winters doctrine ex- 
tends to water needed for present and JiUure use, the Bureau of 
^Reclamation seems to plan projects where water sufficient to sustain 
the project is not c^iT^entlT/ heing appropriated, irrespective of whether 
an Indian claim of future beneficial need niight oe asserted. (This 
'problem appears in the Rio Grande and Kennewick I>am case studies, 
zrtfrctJ) 

The Bureau of Keclamation constructed Y^ellowtail Dam on the 
Big Horn River in the late 1950's, on the Crow Indian Reservation in 
!^lontana* Lands belonjrino: to the Grow Tribe and the right to use 
water o^vned b\- the tribe for power generation were condemned for 
^ this purpose." \Vi thou t le^al opposition from within the government^ 
the Bureau of Reciaxnution is currently selling waters from the Big 
Horn River to industrial users. Thcse^ sales may^ be in violation of the 
tribe's Winters rights,^^ which have never been inventoried or estab- 
lished. 

In Xpveinher 1907^ the Field Solicitor's Office in Billing/ ^lon tana, 
issued^ a nn^inorandiim susi^ining the logalitj' of ihc Kcclamaiion 
diversions.^ The Fici^i Solicitor j>roposed a restrictive interpretation 
of the Winters easel which would Hniit the riglits conXerfe<:l by the 
doctrin<* to uses in agricultural productiori, Sinc^ the Crow Tribe is 
primarily desirous of devolopiug coai <iep^?iiis on th« rc»c*rvatiou— 
estimated at up to ime" billion tons — tho Field^^Solii-itor^s opinioix 
would deny -them the right to use Big Kurn w;Lt»:*rHn^prefi'roiK*e to - 
Reclamation for tliis purnose. The Field $olicitc>r tuloptecl^jiis posi- 
tion wliile i^driiitting that it htts not been^dc<:iih*d wlielher tllt-^ii^^e of 
Winter's p^icl I>ecfee water mav be changed from irrigation to iiidu:^^ 
trial use/'^*" ^loreQver, the Field Solicitor ai^ued that since the Biireau 
had condemiaed jthp jiower site for Y*41o\WitiI Darn, it could urge 
that it had condemne<l the entiie W^infery dctclrine rights of the tribe 
to the river./since the yalue_ of'lhe jx>wer site would l>e diminished 
by tribal diversions^ * N'o opinion conld be more damaging to the 
interests of the Solicitor's Indian clients. -Purely any committed 
twlvociite would be expected to urge <>n tlieir behalf tlint^ since the 
condemnation case explicitly compensated the tribe for the use of 
water for power generation, all other water rights "remained itituct 
and the power site value was merelv paid for tlie takirig of land. In 
tixis instance, the FielcT Solicitor chose solely to swerve one of liis 
**chi^nts," to tlie ine\-i table detriment of the interests of the Indians. 

The probh^ni is a continuing oue. In' January 19GS, the Commis- 
sioners of tl^v BIA and Bureau of Reclamation met, and it was agreed 
that the Crow Tribe would rec<*ive 110,000 acre feet aimualiy of Big 
Horn watf-r. This a<Jreeinent was biisi'd on assurance contained in a 
study that this was idl the water wliich could be mud<» aViulable to the 

« Coifjparr' Act of Aa;:ti»t 4, IWj, ch. 418, 5 !Kii)- 53 Stat. 1.113. 43 U-S.C, $ 4s51j(ii), 
»• l'nft^4 -Sr*7/fjr r. SCTTJ*^ Acrr» of I^ud. ICd F. ^upp« (O, Mont. 1*.j5>4). 

» UniM ^iiaUjrt. J^fnr^j^, i<X P. -Jd 7>C*, 7h5 (^Hli Cir. lli^!*) ff/r</3or» C-5>- 5-J7 nySf*). - . , 

* 5« >h-morHn«iariL from J=^«*Jcl Solicitor to iCrtrioitiil DirtHrtor, R<frUimi*»iiin, ••J>iwi>ioii uf wiKrr of Biftlioni 
River utid*»r ;erTns ol Vcnim\'*toii»* K.iv»n* Cornput'f/* Novell! ber lt»» 11^^ » 
^ Thi- TM'M r^oHHtor hk*»wiMr tootc t|i*- fHisition tJml Winiors doctriii** liphts %i"en' iioii-lrai^sfercble unless 



Indians.^' A yearlat^r, at the 1969 Keclamation Conference, the Com- 
mi^oner of the Bureau of Reclainatioii and the £illing;s Regional 
Director reportedly indicated that about 750 ^OOO acre feet of ^vater 
Avould be available from Velio wtail Reservoir for industrial purposes— 
two-and-one-half times the amount projected in the study preceding!^ 
the 195S agreement. It was stat<*d that much of this water had been 
contracted for and that the sale of industrial water alone would 1-epay 
the cost of constructing: Yellowtail Reservoir earlier than planncu. 
persuasive argument can be made that the tribe is entitled to sufficient 
water to 'meet all of its beneficial needs, including industrial uses, or 
that it is entitled to compensation for the loss of wat^r ri<?hts> iiot 
covered by the condemnation of the Yellowtail power site, But since 
this woulcf obviously involve a payment by the gov(»mment, this claim 
has not been pressed by the Indians* trustee.^* 

JPyramid IjcJcc 

Pyramid Lake has ofte^ been cited as the prime example of a 
long-continuin<2: conflict-of-interest between an Indian tribe and the 
Bureau of Reclamation/** The Pyramid Lake Poiute reservation was 
established in 1S59 ; it essentially forms a circle arotmd thelake^ which 
is the terminus of the Truckee River in Nevada. BUstorically, the 
Paiute tribe, for whom the reserv^ation was established, had been a 
fi:Sinng people, and the hike's fishery wu:s the ciiief sf^urce of sui>tonaace 
for the reservation/^ 

Reclamation's incin"sions into the vater used to supply the lake 
bejran shortly aft^-r the passa^re of the Reclamation Act of 1902, In 
190t> the Xewlands Irrigration Project was established on the near bv 
(^iirson River whit-li <H^ii:>truc-ttHl a dam and canal to divert \Viiter 
from the Truckee."*^ The eunul st<'a<liiy ti<*plf;ted the water sup]>Iy of 
Pyramid Luke, roducing: its level and utiniately destroying its n:Ltui'al 

fishery. * ^ , a * . : * , 

After tlie 'canal was constructetly the United fetat**s initiiiteil quiet 
title actionis to udjruiicate the rights of ^^■!tter users alonp: the Orrson 
and Truckee Rivers, A temporary <iecree was enterecl^J^i,^ 1950 itt 
Ualted States v, Alpiti^ L^and and /Reservoir Co^ E<ijiiity No* I>7-iS3 
(I>, Xev.), adjudicating: the respective rigrhts of the Newlarnls proji*ct^ 
and private users to Carson River water. A final decree ^aion^ the' 
TrucK<H.\ the Orr Water iJttcf^ dovrvt*^ was entered in 1944.^*^ Althotisrh ^ 
the IVinters doctrine \\'as established when these cases were brought,* 

^ M*'TOorandum, MardN 1008* Commissi on^^ of Bureau of KcotAniation anU BIA to Assistant Secre- 
taH<^s PablU* t-an«l Manut:emenc ami WiiTor unf I J*owor l>*velop*nciit, **2?liJe of M & I ^-^ter fruiu VeUow- 
tall Unit. Missouri Klver Ba?li\ Hroieot. MQnxiaiJ»-Wyomln<r-" - - 

» Conflicts betv/een ttie Bareuti of Rcctmnutlon nJid lnttr»*ior*s Indiim wards in thcMIsftouri River Biif^ 
ore t>y no means liiiUt42<i to the Bl^r Horn River* In a. xueniomnclum oi .Murch J 4. Ii>fi7, to the I5^lA':s AJjenI<a«ui 
Are^ Oirector, the Olrecior of th* BIA's Mhwsouri River Basin luv*%stJ|ration chiiined ihnt upstre-im-Jcveiop- 
mwts of the Afnio&tura Rapid City and (projecZ^Kl) BcUo Fourche proJcct>i by the Bureau of Kec!;\i;iation 
had depleted the flow of the Cheyenne River. leavlnp a hurrrti <everal thoiisiin<l 4icr»*s oi potentially irricuble 
tMttom Zand and hi^iier benches^ on the Cheyenne Indian Rcssei*vation- The l^irevtor qnoied the Bur#*;AU of 
KecUiznatfOn'^s own Cheyenne I>i vers Ion Kepnrt to sulistantiat** his chanrc: '^A reconnal^saYici-^Tnide 
reappraisal of the Cheyenne Pumping Unit* tahs made tn with the conclusion that furtiier rnnjijdcm- 

tlon wui unwarranted mainly b**raui=e of the doubtful w«ter supply* . * * Xo appr»K'iable further dev<.*li.>pii3ent 
of either laiid or water resources xnay be expected in the Cheyenne River Basin. Five Bureau of Recl.i run tlon 
reservoirs, taldiw iidvantwe of all the more attractive >if*s. e(T#*ctiveiy control ino^t of the runotT/' 

« The principal study of th*v federal conflict of interests William II- Veeder **^ederal*Encroachment on 
Indian Water &l^bts and the Impairment of Heservation Ocvelopment/* in "Toward Economic linvdop- 
ment for Xative American Conimuniries,** Subcoininittet* on Eci>uortiy in <Jovonitn4.'nt of tli^ Join*: Econo- 
mic Committee, Comsress. »lst Con^i-ss, 1st Sess, fComm* i*rint 1060) Oi»*reafter cited as "Veed»fr Com- 
mittee Frlnt'O clevDt^s major attention to Pyramid Lake.- 

*» United StaUm Sturaeon, -JT Fed. Cas. 1357 (No. 16. -tl3> (I>, NVv. IST?*). ajTd, 27 Fed. Caa- 135^; \ ectier 
Committee Print; pp. 4?^t-oi>. 

** VeedM Committee Print» pp» 400-500. The Carson River runs south of* and jieneraJly parallel to, tl»e 
Xruci.ce* . 

UniUii StaU^^^^^TT Water I>Uch Co., Equity No- A-3 (D, Xev,>. 
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the Indians' federiil fiduciary did not assert their Wint/rs doctrine 
rijrbts for water to st<><'k Pyramid I^ake atui protei^-t the dyin<? fishery.** 
The United States did, however, assert and sectirc a water riprht 
for the XewJands project to divert Trtickee water. Betweetr 1917 
and I9B7 tht* averafTi- annual 5livor>iit>n i>f T'riK^ket* Hiver wator for 
thf Nrwiands project has been 250,000 a<*rc f**ot — /fo// tho averajro 
annual flc>\v of ihi^ Trucket^ Rivi*r, 

In recf^nt years, the frovernment has been derelict in representation 
of tht»^ Pyramid Lake In^li^tns in the following: respects: 

(a) The Orr Water iJitch decree did rule that the Indians were 
entitl^ul to 30.000 acre feet per annvim for irri^raiion purposes* When 
the tribe sotiirht instead to use this water to raise tiie lakers levels 
thereby improvinfr the lishery resource, the Solicitor of the Interior 
Department in 1955 issued an opinion that this was unlawful — 
hardly an .act of xenlous advocacy on behalf of the Indians. The 
tribe then souijcht \k> ha\ e the Erovernment modify the <Iecree to permit 
such a ijse. In 1064 the Interior Department requested Justice to 
petition the court .to iimend the de<:ree* but no action was ever taken. 

(b) In 1957 Ooufrress iruthorixeil construction of the Washoe Project, 
by the Rurenu of KiU'taniatioiK'*^ This project Inis two principal com- 
ponents: f li Stamp<ui<* Dam on th<* uj>per Truck<*<* Kiver, and (2) 

3Vjiitasheamu Dam anti K4v<ervi*ii- on the C7arson River, Hpstrciim 
from rlie fiiiKiI aiuj Newhnuls project, Th** nuijor t lu-eat posed by this 
pr<^j4'(t to Pyramid Lake is the const nu-tion iiTi<l anthorixation of 
Watashearnu Dam an*' Kesf*rvoir, If operated for ih** benefit of u|>- 
sti'eani C"ars<in usei's. it wotdtl have thi* eertain afTei-t of <ief>rivinjr the 
tJownstr^-ain Xewhmds projtH-t of Carson Ri\'er wat<*r an<l increa^-injr 
its tJernjuul upr>ii Tritekee Kiver wat<*r, 

TIu* possibility thait Watashoamu Dam and Reservoir migrlit be 
ctuisirueied inip<'lled uj>srream Carsoji water us<»rs to press for a 
sen?f*ment in x\\k^^\lpinr ca>e (Cars<*n River) more fjLV^>rab]e to tliem 
than the i 950 tenipt>rar>v decree. Their hope was» in part, that enouprh 
water Ciuild be reserved for upstream users to makiv the construction • 
of Wiitasheamu Dam feasible. Xej^otiations by Justic.^ Department 
iirtorneys lookinjr towi:rd a more lenient settlement Tinin the temiK>rar\' 
decree aroused suspicions by the Indians that the Bureau of Rechi- 
nultion was infiMt*ncin<^ the pjustice Department nejr*>tiations. In addi- 
tion; enforcement of tlie tt^nporary decree by a <-ourt-ai>pointed water 
marsier has in nmny respects permitted use of water by private parties 
not sanctioned by the decr^^e. The Indians, therefore^ stiujrht to inter- 
vene in x\\o A^ipkue case to require strict enforcement of the decree 
and to participate in any settlement so as to j>rotect d^eir existing: 
use of Truckee water, which could otherwise be. diverted to serve 
the Xewlands project if tho project's rigrhts to use of Carson water 
were curtailed. The tribe c hi; r5:^^d that the Department of Justice 
had not adequateK^ represented their interests,^^ The motion to inter- 

*• Xft^r Tti*» •:*aRo was l^inin* but lonj; lH*:or^a flnftl dfciv^ Wfis**nt#*r*»<l in it, i h** SLipr**iTi#* Court conoiusi\N*ly 
f^tab!lsh**d Th** litrhT of aii *'x»*<-utiv«*-ord*»'r r**5«*rviition to prot*-vt anrt conserve: tty !lshin>r rli;ht,<, .Xiaj^ka 

** A 196H report by fTyd#*-Cri<idI^-W<wj.lwi^<l Inc. of Sji!t l^k*' Citv, •* R»*port of Low<*r Truck*»^<^arson 
Rlcifr Hyflroloc^- Stu<l'*^" voin Jiidt^ tli^'. r^rn* is ^ul>stunaal wajrH*^ itj thi> \Vi*tfr u>«- arid tiial oiUy U\x\i tU^ 
div<M*ted amount 4^4 l>»*ni*«<-iany hy tb*» proi«»c*t- Sarh wiist#* 1*« ^ "rioIaUon of th^ ^eclfiinutiozi law's whlrh 

li?TUt-wat*»r to belief irtui u>^, ♦ 

M^momndum, Ass*>rriii*c Solicitor. IzLdian AfTiUrs to Comml !slon#T of Indran Affiiirs, Mav 5. 

Act of Au^XLst 1. U»5T, oh. S 2 70 Stat. 775, 43 tT.s.C- J 6Wa (a). 

**V^d<»r C o mm itt*-^ frint. pp. 507-5*>h. 
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vene'was opposed by Justice and de ^ i^y r lie' District Court and 
^ the Court of App>eHlsJor^he Ninth 

<c) In Aprils 1 969, \he[^In terior Depui . recommended that the 

I>epairtment of Justice institute a quiet litle action on the Truckee 
River on behalf of th€'^ tribe, limited to waters uoX already adjudicated 
in the Orr WtUer lyitch case* No such , action has been commenced 
since ^hat reqixest was made* Unable to receive a response from the 
provernment^ the tribe finally filed suit in the Federal District Court for 
the. District of Columbia ag:ainst the* Secretary of the -Interior and 
Attorney General-*^ The relief souerht includes an injunction com- 
pelling the Secjretary to recognize the prior and x^^*»-i^ouiit right of 
the tribe to Truckee River water to maintain the lake's fishery. The 
tribe also requeste<l a court order that the defendants enforce both 
the OrrJWater JDitch and Alpine decrees, and an order reqiiiiring th^ 
Attorney General to seek a judicial determination of the tribe's water 
rights- 

Waier Right IJt^gatioih Ooncernirig Tribtita^ries to the Rio Grande 
River 

While the American Bar Association's Code of Professional Re- 
sponsibility pennits rej^resentation of potentially conflicting clients 
Avhere litigation is not involved, it elearlv enjoins an attorney from 
any representation of clients \\*ith differing interests in litigution.^*^ 
The wisdom of this absolute prohibition is demonstrated by the 
difficulties in which the Department of Justice has become enmeshed 
while conducting: water rishts litigation on behalf of Indian pueblos 

, in New \Iexico. In a real, albeit inditrectt sense** the government may be 
said to be representing **both the plaintiff and defendants in an 
adversary action." ^ 

The State of N'ew ;^.'^exico has commenco<l five suits seeking to 
administer water to be diverte^^i into the Rio Grande from the Colo- 
rado River system by the Sar^ Juan-Chama Reclamation Project-*'^ 
The State En^neer of ^Cew ^lexico is authorized to administer the 
liureau of Re<3ama.tion's project in certain respects. Accordingly, the 
t.*tate Eng^n- 'j**s instituted these suits to determine all water rights 
to ct-A ' ^zrt ' \^ ^ the Rio Grande: so as to ai<l in this adminis- 
tration. , 

Onc\of 've pending cases " names as among the defendants four 
Indian Xp^icbt — Nambe, Pojoaque^ Tc^suque, and San Ildefonso- 
This case seeks !:> adjudicate water rights to the Namhe and Pojoaque 
Creeks* San Ildefonso Pueblo^^and a number of other pueblos not 

: ni»med defendants, border on the Rio Grande and claim water in the 
Rio Grande by virtue of the Winters doctrine. Representatives of the 
Solicitor's Ofl&ce in Albuquerque have even expressed the view that 
assertion of thp Indians' full claim to Rio Grande water would exhaust 
th-j present flbw,^ Thus t&e federal attorney for the pueblos is aware 
-oi an Indian property claim which, if asserted, might destroy the 
feasibility of a rewamation project .which seeks to supply principally 

■» J*iframia JJake J'amU TYite v. I^Iickcl, Civil N'o- 2S06-70 (D. D.C. til<Kt Auciist 21. 1 0- , 

^^^eduuUMjf ^. I'hOadetphia TranmvortaUon Oa^ 390 Pa. 231, 235, 135 A. 2d 252. 254 (1957), cert, denied, 355 

^ ^*he Sm Jufin Chazna Project w»s authorize in l{»62i 76 Stat. OA, 

« Mexico ^^ j^jxmodt^ Mo. 6639. XJ^, Dtetrtct Court* D. Mexico* 

^ Mc^timc. Octobers. 1969* ^«jct2ss«^ in OAniel Rosenfelt. ^Report ci* the Protecticm 3f Paebto ln<lian 
Kfcchts to thft IT» of Water in the Bio Gran^li^ Hasin: A ISiscussion of Pending Utlfo^tion** Cbereartercite<l 
« -Rosenfelt Rcport'O^. 21 - 

11 



TnniiicipAl aiul in<!ustrial xissers in Albuqnorquc that already use some 
Rio Grand<^ wator.\. 

The Depart-nient of Justice int4»rvi^ned tf» defend the Utig:ation on 
bt'half of the pueblos and iil<Mi a complaiii^:" claimingr '^quantities of 
\vat^*r sufficient to satisfy the inaxiniiim Jl(^^*ds ixxxd purposes of* said 
Pueb'os. . ^ -But, nrthou<rh one pueblo, San Ildefonso^ has claims 

to wutor on th*^ Rio Grande as jis Pojoaque^Creek, the United 

^tates <»l4»c-t<»<l to^uH^i'pr th** limitations on the'<*ixse framed by the 
Stat<' ajrjji^noi lo Ttf^xTt 'any t-lainis to' the* . Rio Oraniie itsi^lf. Oonse- 
queutly. San Ihlofonso must •'<-ompejfo" with thr* three other pueblos 
for wnt^'r iir iho Pgjoaqu*^ and Xauibe creeks which, in fact, are alrabst 
<lry.'* Sonu* t>r ih<* Indian purblos are concernotl that the frovem- 
meat's de<*isi<>n to liniit^tlie wat<*r rigrhts adju<J^cation to tributaries 
of the Rio Gramio, ami n<>T to asst^rt claims to tlie main river its<4f> 
is influoncecL by a destn* not-to dehiy the completion an<l operation 
of the federal San Juan Chama Reclariiation Project,^^ The first clear 
conflict, of interest in New ^fexieo then^ is that the United Stat<»s 
r^epa^'i ment t>f Justiet^ and tlie Solif'ivor*s offic<^ of the Department of 
Inlcxiv^r (tht* re<rular attoirneys for the Bun-au of Reclamation) are 
rein-esentinjr Intiian inti^i'esls which may n^t be compatible with 
thf* Tuultimillion-tlolliir i>rojet*t of another miportant jjfovcrnment 
*'client." , / • * 

A S4M*t>nd confliet of interest appi^nrs on vthe face of the pleading* 
The sam^^ attorneys avo reprc^sentin^I interests of the Indiuns an^l the 
Santa Ke National Forest* Both the In4ian^ and thc'National Forest 
must conlpet<* for the sante Umit^^d :j^upply of water. 

These conflicts are not tlieoretical ; t-bev aj^pcar to have resulted in. 
a sei-ious failure to protect Indian ri«:hts, J'or example, the government 
luis failetl to contest a ^*sett lenient*' arrived at between the Stater 
and non-Indian users followin^r administrative procedures under Is ew 
\lexico State law, notwithstanding the federal nature of Indian water 
right s.^^, VTlien it filed its complaint, the State prepared an elaborate 
hydrologra|>hic survey showing its determination of all lands whicb 
have been irrijrated within the N"abe-Fojoaque waterslied. The State 
then made /^offers of jxidgment" to the non-Indian defendants based 
<»n the survey. If accepted, thesv offers were signed as court orders- 
The ^e<iei:a.l attorneys in an instance of non-adversary representation 
of the Indians, failed to reqtiire any non-Indian landowner to prove 
the source and character ^f liis title, or the measure of rights to the 
use of water, or history of water use.*^ JEndeed, ' these non-Indian 
defendants are 'not even" required by the United States to ans^ve^ its 
complaint and to plead — let alone prove — -title to their land or use 
of water.^^ ^ 

F'rivate Trespass Over Tlingit and Haida Lands 

The Pueblos^ water rights claims to the P-o Grande (just as the 
Xorthem Paiutes'* claims to water for Py^ - JL Lake) involve the 
prospect of adjudicating all, or a subs tan tii^ i^a^j-iber of* the claims to 
use of water :n a huge river system, TEe government's handling of 

>• plaint, p:iro«:nAph VlCa>. • * 

StH*^I?^> Memorandum. WIlUiLin ■!< V*?tt!or to Conain issloncr of Indian Affairs, ^'Memorandum respect- 
in'- Htrtits to the of v^*ut<*r of th** I*ue*>io In^liims of New Mexico in the Rio Onmde :md its trlt>utaries/' 

ArtidAvit of M- Ko*«nfelt. April :r3, U*70, Case 8*6639 l>lstnct of ^^e'J' Nfexico* 

Id, at 43, 
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more limited types of Utigration, however, apj^ars no more effective 
when blemished by the occurrence of a conflict of interest. An example 
of this deficiency can be sc^n from an analysis of the trespass com- 
mitted by a private roaJ builder over TTlingrit arid Haida lands near 
the native villa^ of Klukwan^ Alaska. 

The builder in- tially sought a permit to construct the road from 
Bureiiu of Laml Maiia^ement in Alaska. Sin<*e the roa<i would pass 
r>verv and iiso timber situated on, lan<l determined by tlio Co^irt of 
Claims to bt^ held in aborifrinal '^Imlian title*' bv the Tlinsit and 
Haida I ndiahs, the Bl^\l toUi the firm to sccvire the Indians' c(>nscnt. 
The BL-M specifically stated that "no cutting: of ri<rht-of-\v-ay timber 
or road construction is to take j>iace until the rijjht-of-way a.nd timber 
n^^rmit^ are issuecj/' ^ Nonetheless, when consent was roTiised by the 
Tribal Council, the firm constructe<i the road witliout the permission 
of either the Indians or the BI^NI/^ 

In January 1969, the Tlinsrits and Haidas reqiu^ted the Solicitor 
f€>r the Interior Department to take action agrainst the buiUlcr for its 
trespass.** In April 1969, a <lecision was reached to institut</ suit 
seekinjr money tlamajr^^ and injiui-^-tive relief. After sviit was filed, 
the Bl-i^f was asked to \*investig;atA'^*' the facts of tin* situation. This 
investi<ration revealed that the road^ha^l indeed bf*en constructed in 
V Ausrust 196S and a report descrribed in some detail the factual results 
of the^ investigration.^" No action j^vas taken to prot*ecute the claim. In 
tht* view of the Iiulians' Washir>irtt>n counsel this was because the 
theory of recovery- was resisted by the Public I^ands Division of tho 
S4^dicitor^-H ^Offiee.*^ Ultimately^; the action w^ts dismi-^sed by the 
United Statt^- 

The Solicit/>r*s Offices evidently, di<l not wish to claim that aborigr- 
inal ^'Indian title^' jriv^-^s the Indians enforceable riprhts to the land — 
despite the fact that the Tliiifrit and Haidas' titfe wJj been recog- 
nised by the Conn of Claims, and Inclian titi* -->^ been held by the 
Supreme Court to furnish a basiii for the recovery of money dama^es,*^ 
This is not ^irprisiiis: in \new of Interior*s history of tlealing: wdth 
"Indian title in Alaska. Between the time of Alaskan Statehood Act 
of 195$ and promulgation of the land freeze in January 196S/*' the 
BLM patented six million acres in Alaska — mostly to the State, 
Half of thi^ land was claimed by Alaskan native bv virtue of aborign^al 
possession/' a c4aixn igrnored *by the Bureau, 'To some de^ee, in 
addition^ the Solicitor's reluctance to assert the enforceability of 
Indian title as a property right may have been due to the fact that 
the Interior Department was, in the latter part of 1969^ considering 
the issuance of rijrht-of--way permits for construction of a trans- Alaskan 

«i Tt»n^z: and Haidu Jnd'mn v. X^niUd StaUm^ 147 Ot- CI. 130 <19eK). 

^ Inditui tiOe^i^ H rieht to rxcltrstv^r p<vw!csion of tan<l, boiwKl upon occupancy ytnc<^ **tlm#» limnomortJil/* 
^ohttfttn V. A/c/zi/njrA. :n t",S. Wh»^t) 543 <18:3): Ohotfw v. ^ft>^onp^S7 U^. (IH How.; 203 aSS3>; Ilolden 
Votf. H4 OT WiiJL^ 211 <X*i7-J>: Buttz v, .Vorf^u^n J'acifir J?.. 119 U.S. 55 <189e>; OiWJW v. LTniUd :^ates^ 

t-.t;, 21<» (1933); C'niUd SlaUs^. Shonhone Tribe^ 304 C\S. Ill (1938). 

l^tr«r, J&zn4^ Scott. M^iac^r. ArK-noracr nUtric^t Offic*?. BI*M. to Moorp *V Po<r»r. Inc.. May 21, 

•* t^tx^^ I. i?t5 W^isaibrixit to ^I^lward Wciaberp:^ Solicitor. O^parriTMnit of thm Intr^rior. 

Report from" Xaxjural Krsourcrs Sp^^dallst. Junciui. to Dls^trlct Muna^n^r. BI-M, Aiichonaco^ "Moor*^ 
and R^-*«w, Inc.. Xtmb#»r »*iid Road/* Ma%- 1**, 

l^ t^r, I. Wi»i3e;hro<ll To Mitchell Solicitor. r>#-pnrtm*»nt of thr Int4*rior. Noveml^^r 5. IW^i. 

VftUed ^aUf:r V. ^rOr J=> I^acifU R. Co.. 314. l',S. 33?* <U*4l). 
^ PLO 45H2- 34 r<Kl. Rt»<f. 1025 ClJ*«n. 

F^^d^^rai Field CoTnmitt<*f» for I>evrtopTTw»tit Plajiulnc In A\i3A}Lix^ ^-Maskan ^atn^n and the ILandA^ (l!*dH>, 
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pipeline, which would pass over lands claimed by A l aska natives by 
virtue of Indian title,^ 

OTHKR COXFI*TCXING RKSPO>rSlBIJLITIES OF XBTE aXIXKO STATES: 
DBKENSE: of ZXDIAX CI«AIM& commission PAOCKEZmXGS 

The I>"epartment of Justice^s statutory duty ^ to defend proceedings 
conimenc4?d by Indian tritSi^ or bands in the Indian Claims Commis- 
sion results in a conflict which has, on occasion, preventedut.from ful- 
filling its trust responsibility to protect and conserve, Indian property 
rights- 

In October 19C8, the Rincon and L.a Jolla Bands of ^lission Indians 
requested the grovemment to comxnence an action on ^their behalf 
ugraiiisr the Escondido Mutual Water Company for an injunction and 
damag:es for unlawful appropriation of San Luis Rey River water 
claimed by tlic Indians J* Despite repeated requests, and a growing 
urgency 4^ negotiations progressed concerning the terms under which 
the water company would sell, all its assets to the City of Escondido 
and Uquidate, the government refused to make any decision-^ 
finally three days before the water company's shareholders were 
schcfluled to meet to vote formally on the city's offer to purchase the 
company^s assets and on the liquidation plan, the Rincon and La 
JTolIa Bands filed suit, represented, by private counsel, in the federal 
district court San Di^o against the Escondido Mutual Water 
Company, and the City of Escondido. The Secretary of the Interior 
and the Attorney General of the United States were named as defend- 
ants because of their failure to represent the Indians/* 

The government's reluctance to mmence litigation proceeded in 
part from a desire not to embark ui- 11 general riverwide -water rights 
adjudications*^ Another reason ^ven by the Department of Justice 
for its failure to represent the ^lission Indians was ^e fact that the 
Department was"^ currentiv defending an Indian Claims Commission 
proceeding in which the jtndian Hands claimed that the government; 
had been derelict in its preservation of their water rights in the river J* 
This institutional conmct-of-iixterest is particxilarlv troubling since, 
when the government filed its pror>osed findings or fact and brief in 
the San Luis .Key case before the Com mission, it had urged, that the 
Indians' best course was to seek redress from the water company 

^ In April VJTtX^ a preUzninai-y injuction wast Issn^iucainst the Secretary of the Interior "barriM issaaxsce of 
rl^ht-of-ufc^y permits to tmTefse some la^ndj <:l4azzie<l X>y Alaslcaa oaxlve villMes- ^^tise ViZlagc ofA.a aka t ^ 'yr^ 
HicteL Civil No. 706-70 CAJ>-C. lUe<l March 0, 19T0)^ N.-^ 

Letter^ Robert S. Pelcyirer, Callforala Xndl3n*X«e8al Services, to Mr. WilUam Finale, Bareaa of In- 
dian AlT&irs, October 31. l*J6S. < 

^ X>tfrinK the iXMizse of diflcossions between the IncUans* And their attorneys with CaliTomla Indian X>c(eal 
Service on the one hand, and the Oepartmenr of JosUoe and the Interior, on the other hand* a report 
toi[Eethc*r trlth recommendatioDS wast submitted to the neparcment >of the Interior by the Sacramento Re* 
j^ional Solicltor^ft OUIce, Altboo^ the Indians* attorney reqacsted an opportnnlty to review: this report 
and discus It with the Individnal preparing It, the Ret*ional Solicitor's OlBoe refused to malce the report* 
aTimable. After its snbmisjuon* it was classif&ed as ''conlldentiaL** The withholding of this report from tfae 
Indian wvds seems in violatl^ of the tm:T**H?'5 Cutx- to di^Jcs^ opinions of cotinsel dealinst with his own 
miuiAK«z:^ent of th«^ trust property. Sctdt. 'Tttut* 1407. This di^losun? mnst be made even if it reveals the 
trustee's own neicUcenee. American Har Association, Informal Opmion ^^o* lOIO. The go ve m iaent*s defense 
of it^ sction — that th^ document cons£itnted an artoroey's •*worfc product*'— oonstimtes an admission that 
the I>rpaTtmeiits of Justice and the Interior have Interests adverse to those of their Tndiftn beneficiaries. 

7i A'/Lcon .BoTut ofAfiMHon Indiana e. JSmcoiuiido Mtttucl Water Co^ N'o. 69-217-S (S^. Cel., fUed Joly^ 25. 
1969). 

^ lu 3 letter to Representative James B. Utx, Ausmt 15. 1969, Assistant Attorney Oen«ral Kashiwa 
pointed' out that such ud]udicatlons require several years and entail Rreat t*xpense hoth for the United 
^tat^ and alt water users in th« area. It is tar from clear that a pen^ral stream adjudication would have been 
re<iuir^ in the .San X^uls Rey ca^» >*tnce only the water company^s approprladon wiMt complained of,, not 
that of other waiter users. * * 

» ninrcn Bojnd of Stimon IruUar^ v. l^ttcoiuUda MutuiU i^aUr Oo., >^o. 69-217-3 (S.T>. CftS., tUed July 25, 
1969) , Hesponse of Axtomey Ceneral and Secretary of the Interior to Court Order dated November 1969*. 
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rnther thni> the crovornrnent^ uikI evi-n that receiving: <&ma<;€n!> from 
the jrt»verhmeiit could i>recliuie the Indians and the ^rovernment from 
later as-^ertiajr their water^rijrhts/^ If such an adjudication is a di^irable 
; ineans lo pn»t<H:t the trust properly, the provenuiient as trustee should 

j!^^^*** broufrht it, Siniihtrly, if the statutf^ry re<itixreaient that the ^ 
/ Department of Justier defend Indian CJhiiVns C^uumission actions 

/ makf^ tliat n--ney less yicrorous in protecting: Indian trust t>ropertv, 

new institutifMial arraufreinents should be created to fulfill that vitlil 
function. 

FnuefHl, the Dcpartnteut of Ju.-sU< ^ h^is acknowiedfred that tlie pend- 
ency €>f thy chum> |>nMHM*€lin<r and couc<*rn that th<» Unite<! States 
couM bi^ liable for its san<'ti<*ninfr of the water corni>anyV diversion 
(tlit* Sei-i\'tary of th,* Int« in<u- ha<l eutercfl into a 1914 contra<a with 
the water contpativ witla>ut the Indians' conscMit, limiting their ust^ of 
the. river's water) influiMiced the Dei>artment's attitude toward 
reprcs#-n ration of the Mission Imlians. Assistant Attorr General 
Kashiwa, Justifyirifr the .Tiistice DepartmiMitV ten moi. delav in 
Oiu-'niinfr whether to assist, the Indiana, statist that: 

The La JoIIa, Uincon, Paama and Pala Biind>i of Mission Indians are not only 
wurds of the I nited States b?it must l>e con?<idcrcd aA potential adversaries in 
liti^auoa against the United State:?;/' > 

The Departinc^ni of Just ice V defense of Indian Chxims Commission 
cases on behalf of tin* jr^^ivernnient ad versely aflTecis its representation 
of Indians in'thos*- situations within t}u- Interior Department where 
the Solicitor or another official ^**arbilrat<vi'' an liidian claim. For 
exa'upFe, th^' Queehans aUo ba<l a claim pendins: before the In<Iian 
Cluinis Commission at the tim<» the Vumn Comity lease was si jjned**^ 
The Government's cit-tentiination that th<^ riverfront lands were non- 
irrijruble may Inive b<M'n motivated by a desir*' to minimis their value** 
before I he Claims Com mission. " ' 

C. CONFI^rCT OF TXTTEREST BETWEEN THE ATTORNEY'S r>XrTY TO 
^ KEPRESENT rNI>JAN TRUST PROPERTV RIGHTS AN1> FOLITICAU 

'influences from the exectjtzve department 

In adiiition to his representation of conflicting: Interior Department 
bureatis, the Solicitor's zt^al in re]>rest*nting: mdian tmist beneficiaries 
is further stntined by his i>osition lis'the le^al ad\nsor to the Secretarv 
of the Interior. The Solicitor is thus clearly resnonsive to the Secre- 
tarv'V desires. There is evidence in the Quechan lease case that Secret 
tary Udall was infiuc-nced to favor the lease b\- , political prcrssures 
from his home state of Arizoi^a. Prior to the Solicitor'^s opinion, a 
^neetin^ was Iield in March, 196^, betwen th(* Yuma County River 
Parks A<lvisor\- Committee ajnl repres<Mitati ves of the Solicitor and 
the S^'cretary, In a hotter to ''Dear Stu/' the Chairman of this Yuma 
C\>unty \!'omm:ttee reported on this meeting: and expressed disap- 
pointment with the symi>athy sho\\^l by Depuiv Solicitor Weinberg: 
for ' Tie Ind ians-* claim. ^ Secretary- Udall responded to "'Dear K03'" 

.\J -..M^^^jtmi. KoJ^rt S. rvir\ir«T, lo Thonia^ M. :?u^tusu«^ Stall. Su t»commttt«-*r nn AdnUnfeitrntivc 
i lu.-ti- r izr**L F':ii< •*<lui**. t .S. Smtit**. Nov^Mnlt-r t-l* Vm>k **S«ji Luis H*^v Water Ca??^ * p, 14 

LtfiTff to I<^;«*~-*»M:trtivc Jomos Clt, Aupust p. 4. 

-j-J* '"''^ QM^rftfxv Trtf^4*/fhr Ft. y'n ma KeJ^ ration. Ccffforti^a Cnitrd :^nteM, Ind- CL Com. IJorkct No, 
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on Nlurch 22 atid rx|>n^^«s4vl the hopo tlnit the lawyers, could prom}>tly 
ovoreome the ot>sitieK^ iiivolv^nJ, The saime day, \he Secretary urgcKl 
the C'f>nimissioiier of the Bureau of Rt^chunation to make his det^T- 
miiiation as; to the irriptbility of the lands "as rapidly ^ possible^ *^ 
and indicated that consider this matter of great priority/'*** 

r>. TKCllNlcrAl- nFTTERMI NATION BY INTERIOR AGENCIKS WITH AN* 
INTKREST ADVKRSK TO THE INDIANS! THE KENNEAVICK I>AM EX- 
TENSION - " , 

One problem iHuniinuted in the Queehan leus4» catse wa.^ the un- 
qiiestionin<r r«»liance which Interior Department flecision-makers 
placed upon lh<' teeliiiieal delerminf* tions made by ilie Burenti of 
Reclamation as to the itxijrability of the land in conliHiversy. Simi- 
larly, the Tlinjxii antl Haidas were requiretl to rely c»n an investisratitm 
of the trespass to th<nr lantls by The Bureau of I^nd Manaixenient. 

A inoix* extreme r*vnmi>le oT the InUTior Dci>artment's tindi^v- 
ceminf: reliance njMjn the t^^chnical determinations of a Bim-au with 
itiL<T€'sts adverse to the Indians is the D*M>2iriment's contiiiivMi support 
of the Kennewick Dam Kvtension to the Yakima, R<»clumali*>n Project, 
Li-^jxislutioii authorizinjr ih*- 4*xtension had ]niss4*<l the S< mite anci WTi> 
Hearing: Housi'^ p^issa;::!* when th** Vakima Indian Tribt* — which had 
not been notifieii of the pending li*g:islat ion — urgred that consideration 
of the bill be postpon<*d as the ext<'nsion wt^uld ust* waters to which 
the tribe was entith^d. Specifically, the tribe was cbnc4*med that if 
tTje extension were constructed it would preclude the Yakimas^ own 
]>lans, which were ooncrel*" in their formulation ;Lnd hsui bt^'U sui>- 
jnitt<*d ^o Interior, to consirnct three irrijjation t>rojects. 

Oil July 1969^ u nKs^iinj^ was couviMied by the At>>istant Secre- 
tary for Publie 7. and ^Iana^(*ment. att4'nd<Nd by represi-ntatives 
from the trihy, t he N'aiional^^on^rress of American Iiulians. the Bureau 
of RecIamaiio'K Intx-rior's J-ejjislative Couns<*h and memb<»rs of tltc 
SiJicitor's Offi<'*^ repii'>i^^ntin£r both Indian Affairs and Reclaniutioiu 
All present agreed that a 1945 court decn e constituted a full and 
complete adjudication of water riirhts in the Yakima River abovi* the 
contemolated ^project and of all waters in tributaries to the Yakima 
Kiver flowing: through the Y'akiiiias* land — particularly Toi>iH»nish 
and Satus Cre<'ks, wh*Te two Indian irrigration j>rt>jects were ]>lunned 
by the tribe* At this meeting: Reclamation officials stated that th<»y 
would make no use^ of tribtitai^y water, and the Assist anii St-c-retary 
accept^td their technical det-ermination that the hydi'ology of thV 
river did not ivquire their tise of these waters^^ Tliis assurance how- 
eve?^was directly contratlictory to a i>rior -House Report, wherein 
Reclamation had stated that, in order to establish project feasibilii 

**7»M**rniioinrluni. Swretar;*' iTir*-rior, to Cointni;isIon«*n Bur*y»u of K**claniiiTion* March 22, 

-3 Wftt*»r, Mr. Kobert Jim, Uhiiinnan, Vulciana Tribal Council^ toHonorable H<Miry M. Jackson* July 22, 
I1-5»r(bvrtruftcr referred to as **J im l€tt**r'-), 
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it did roly on th*> ;innmvsTr?>m tbcso tiibutarios <lurin-: c^-rtuin rune?^ 
of tlip vcrir.^ , . » 

TIurBurt-un of Rerlaniation's JiiJv dis- Taimyr 
witli a mcmorandnni h^ss ihan one^ niontli carlioi% wIih Ij stut**d that 
th^ t^xtonsiou would luilixe o«/v **ret«rh from upstrf^ani irnication 
antl uncontroIltMl smiis past the point of diV4^rsu>n. 

Despitx; tltt^se plain inconsLstcncios in l^^clamation s reports, the 
Assistant S^jcrv-tarv stato<l that his study <xmhrinrd RcHamatiou s 
dis<^^laimor ^- and 'on Auicust 12. ^n-orotary JHickel reaffirmed his 
5iup|>ort for the Kennewirk Dam Ext^Mision,**^ 



PmOlt XOTIKICAXTOX TO IVOIAN TRIBKS OF PROJEC1V WHICH MAY 
' \FKECT THEIR 1 N'TEK^.-*TS I THE '^RETITHN" OF LAXDS CI-AIMED BY 
KOUT MOJAVE INr>I A NS TO THE STATE OF CAl^IFORXIA : 

jVs is appan*nt fr<nn th<* <]is<-ussion of ]viMUicwi<-k Dam Extensititi^ 
affocte<l Intiiau*- are somt'tiint^s not notiliotl when a f<*dci'al agr<*ncy. 
conteri^platt'^ mictions adverse to their trust ^>roperty risrhts. Con- 
si4*quentK\ tite Indians may be stripi>ed of the land antl other natural 
resources on w liich they r<»ly for their liv<»liho6<l and left with only a 
claim -for money c<Mij]3ensation, 

<>u March 15, 1967, a RlSSt hearing; ex uniner issued a proposed 
de*-L^ion lo award to the State of California a substantial i>ortion of 
the lands claimed by the Niohave Indians to be included withiii their 
rt^xTvatioii- Xhe basis for this decision wais a d<'tennijmtion that tlie 
land in qutrstiou was public lan<l on Septcmb^^r 2S* 1950, the date the 
Sw;tmi» nn<l Overflc»w l^nncl Act ®* was passed, and was henc<^ *'retnr:i:i- 
ble** to the Siale by €«*he United States. At no time did the Moliave 
Tribi* hrtvc notice of the proceedinjr. By accident, in June 1967, the 
-BIA learned of the decision- Shortly thereafter, both the BIA and the 

** II, Hvpl^ >:o, ^yTs SHth ConjT- 2d S<'j;s,» states in part: ^ 

**TTtt* flow fif th»r Yak ^naTttc^r at Pross«;r r>«ni coosists or spills over Sunnyside Dftin* tlw next div«?rsion 
»l»ov*^ Pr*>«%s<T Oam» unci ijiHow lH*twecn Suimysld** a**<l rrosser I>ains is mudc up of tiibatary inflow nnd 
rftum tlow from irrljcatiMl l«inrt2«. The spills orer Sunnyside Dam constitute tl ;:reatest x-olumc of the total 
fUiMoal runotT. but are a fluctuating;, unreliahU* irricatioii supply- HV comparison tHie return flovr? belorr 
Sunnyside Oam comprise a smaller portion of the total runofl. out because they are dependable flows, they 
prov-tde a lan^c portion of the irri(;ation supply forthi* }Cenn«nWclc Division. 

lNTXOW» ISUNTCTSiPe TO PROSS^K I>AM 

*'The Inflow to tlie Yakima River below* Sunnyside r>am is made up of ruiinfT fronrti-tl>utarics (Topj>^ttish 
njiU Satus Creeks) and return liows from irrijcaled Ian<is* Tributary runoiT is of little importance in the 
■months of July-October, when it amounts to about 2 percent of the total inflow. Return flows Uraitt to the 
- river from the Wapato project^ south and west of tho river, and from the Sunnyside and Ko£A divisions r<f the 
Vakima project on the north and east. A. hijch touil Inflow is sustained duriric the in t^tion season bec^iuse 
the maximcjr* tributary runoft an<l the maximum return flow occur at dinerent times, Tritertiarsf runojff 
rrttchr^ n rntxjrtmum. during th^ mprinff cad rarly wmmer^ lehrtt return flows uxe rrlatiteti/ tJTUtUm j4,ft^ Xfajf or */ un^ 
Irtbttlnry Tunrr^ drer^ttsr* abrts-pc^jr, nnd TftJtm ftoteif increase sizobly, reach infr a maximum durintr the late sum- 
mer. In the fall and winter, inflow is small and does not increase appreciabiy until auiirinented by xilelting . 
^~now and spriiif; >^ns/* CHniphttsis supplied,) r ' 

Jirxs-Lctler, p. 3. . ^ 

*• ^Memorun^'Juni, jT'ontniission^^r of R<-clnnmtion to I-«irislative' Couns**!. Olfice of the ITnder Seci'etary, 
**Wutcr Supply and Water Ri^chts for t\\^ Kvjinewick I>ttm Extension^ Washiti;rtoiu'' Jmtc 17» VJ^K p. 5, 
The propas:tl to use uncoti trolled spills is inconsistent with a portion of tite I;*4S decretr, which allocated 
spills -^ver Sunnyside L>am (the project dirfctly upriver from the Kenn«'wick I>ivis»on>* reUc<i upon by 
Kcclamation. to existinn users (as of lli45> "*1n accordatict* with its practie** prior to the entry of tliis judjre- 
meiit.'* Wiiliuni 11. ViHKler. Memorandum. *• Vakiiualtidiitn Xatioii's HiphTs to the l.'se of Water Imperiled 
by Bills: To I'rovld** for the Construction, Operation, aud .MalntenaTice of the Kennewicik I^ivisioii Ex.ten* 
jiton, Vakimu Project, Wnshlnfiton." Jjily 7, iW^^'tfc.lS- 
♦'Jim Lrett«»r, p, 3, 



P- 

■^^ l-^tter to s»?nator Jackson, Aujjust 12, 190*^ 
*i 43 U.S^C. S l*si et iietj. 
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^lohavo Tribal Coiiiu* ! potitioii<*<I to int<*rvcn^*.^* Thi^ grounds for the 
iH'fitkons n-«'n* that the IiHlian Claims Cominissioti had <l<«tvrminod the 
iaii^is hi <(tio^>ti<»a to Ih* hc»hl bv the Mohuvos bv **IadiHii titJo*' in 

Theso |>t*titions \v«tc' rof«Tn*d to the Office of the Solicitor — the 
Indians^ trust attorney. Earlier i!i the Solieitor hud rejecte<l the 

BlA*s rec£U<*st to resurvey the Ft. Mohave reservation boundarit^s. 
zwui a inemlx'r of the SoHeitorV staff who h»id written thu Jecision 
al>o p^trtieii^atett in the *ie<'ision eonceriiinfr th4» petitions to intervene. 
At first the Solicitor tleiiieil the BlA's petitii^n («>n the jrrountl that 
si net* u {rovernmeni ^ittorney ha<l pnrticipat^Mi in tlie hearing, the BIA 
had be<*n adequately repres<*nted) and g:ranted the Mohaves a liniltiKl 
rijiht to intervene whiclx was co. Utional upon the Solicitor and the 
SeeretnrA- niakinp: certain iU'termi** tions, Xhcn, in Oetobi*r 1969, the 
Solicitor bruailenecl his decision a. granted, the tribe a de noro hear- 
injx- with the rif;ht to cross-exa ine \\ntnes who h;-d testified 
earlier.^ Althoiifjh the tribe requestel that a govern nnent attorney 
represent them in this costly' proceeding:, the D^'pariment of Justice 
refused to provide one and the ^lol* ^ve:. were ultimately requireil to 
s<*cure i>rivate couns<*L 

F* COXFLICTINO INTERESTS A.MCNG IXDIAN ClilENTS: IXTERVEVTION 
INTO RTO GRAXI>£ I*ITIGAT10N BY FtTEBt-OS OF SANTO D< MINOO 
AXD SAX FEUPE 

As dis<-uss<Ml earlii'r (Part IA(4)) certain Indian ]>uebIos believed 
ti»:<t their interests to water on tiie Rio Grande should be assertiM.! 
in the New \texict> litijration which was limited by the stau* and the 
Unite<l States to tributaries of the river. On April ^3, 19^0, the.pueblos 
of Santo Doming;o and San FelipKj moved to intervene iix all five 
<*ases eornmenced by the state and to assert tfieir claims to the Rio 
Graiul*'- This motion was resisted by the Depai tments of Justice and 
Interior on the gro\ind that the interests of the intervening: pueblos 
Avere adequately represented by government counsel. 

The Commissioner of the Bureau of Indian Affairs sought to assign 
a liighly experiencetl water rights lawyer in the Bureau^s employ, 
^Ir. William H. Veeden to represent these pueblos. The Justice 
Dei>artment resisted ^Nlr. Veeder's being assigned as a co-cbuns<4 to 
thern, so the Commi^ioner assigrned him to the pueblos themseK^es,*^ 
and the ]>ueblo^; <iirect4>il that he appear in •court. After Air. Veeder 
had made om» court appearance, a dispute arose as to whether Air* 
Veeder^s assignment was to act as counsel or as an exp>ert witness. Thr: 
Commissioner then took the position that Nlr. Veeder was only to be 
an expert v. '.tness. Accordingly, \Ir. Veeder's assignment was retracted 
on the grounds that government attorneys could not oppose other 
government attorneys and that the Department of Justice a lequati^y 

-»j>r-^h. R^presifiitative Kortis of CaUfomm. tVcemlwr 4. 196;* CH. 11816, Con*?. R«e. r>iUIy f^l.) tru^re- 
alTer iW<*m*<l to a* Prttlji 5p^tTti>. 

7 7nd- O!. Com. :*!!>. TJie- Supremo Court has d^tiuYHl th« Swamp ind Ovi*rflo\*r X^cmd Act to l>e in- 
applUM^bie to lands which thi» ludittTis h«ld In 1850- Uifited States v. 0*J>on7teU, 303 U^. 509 (1*#3T>: 

LTutUd Staten v. A/«ni74^ror<>« J70 TJ»S. ISl, 206 < Also* thf act ttppli^ only landx mad** unlit fcrciritlv3itlon» 

5»*ff Keeran ^Uen, 33 CcU. 542 (Cal. Sup. CtT, and the Mohaves rely on th#¥ Colorado Rlwr to irrifrat** and 
f*-rtllir^ thoir fit*)d,s. 7 Ind. C). CZom'n 'JX'J, f AppO. 

*^ Thi? Comn*issioner rcU«*d on 25 XT.S.C. $ -IS which provides: •*Wh^n* any of th^ tribtf9 ar^, in th<» opinion 
of rh*- S4*cr»^tary of ihe'^Inttrior. comj>#*tont to din?ci th#* employnif'Mt of ihfir blaclccInl:^ks. m<-chanics. 
T*»i;i-h**rs. fcit n;«*rs. or other p<»i>M>ns enpw^-d for them, the direction of such persons may h*y jriven to th« 
projMT iiutnority of th#!» trib**/' 
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onitioti ft>r vif^tutintr f<M!*'rHl c<>ttHirt of int<»ri»?^T laws" if Ih» 

'!*h<» NfW \Ioxu*t» Iiti^»Lti«ici* and list* ini**rvt*ntinn by ih<* i>tH4>to>. 
tlrattiHti'^i^s niH»tlMT |>roblrn;: tliut Itulinti t rib;'>i or jrroiips m?iy l»uv<* 

Eixl* iiffrrfitt Iinlinn-^ n^^y buvt* iMinfliiMtti^r olninis to iijirtienhir " 
projHTJ^ .-i?* tin* f*Mir ptu^blo i^^foiulntUs 4>b\'iously liwl <'<unjx*T in;; 
cluiiiis x^y t \\ at^Ts itj \hv Nut«bt*-PojoKquo sy!sii»i:i; or thi*y iifay 
tlilT**r oil IiuMm'hI qut*?<tions. siu-b as w hcthi^r to usM'rl th<*ir rifjlits to 
tbf* Rio Cirutulv its^-lf, Nt^tably Sail l!cl<»foi»>o, aiul tho otb^r piK'bl^^- 
Avilh Rio Grnntlr t-Iaitns, tli^l m// join Snsito Dcuniii*r«» an<I Dun -F^-Ii jW^ 
in r^'oru^nfibiii^ that the liti;;nlicMi Ix* bro]ub*ne(i to int'luclt^ llu^ Kio 



Xhts |>jLjwr has 4lis<'iis*^-<l at soiiu* Icnjrth at U*a.^i iMirht s/^imrut<' in- 
stunc*<*s wiM-n* H t'^ontlM*tin;ir int^'-rtu^t on iho part <*r ;ui InT^*rior Depart- 
mom Burcniu hus~obsTrn<'te<l lec>:3il <*nfor4i}*ni4*nt ••F an Itiilian oIhiiii to 
]an<! or mnural res4>uri'€*s. Et&4*li sittuiii*>iv is curr^nu — arisinj; in 1907 
or latf r — and s^nno un* contimiintr <*<*nirovorsics. Tho shi»rtr]uui<rin«r of 
intliaiis by the white tnan — ihoiijrht by some to Ik* ttii historical |>lie- 
nom€*nt»n — is a. pr<*>^''nt flay tK-<':iirrt*n4 ab<*ttetl by th<* Gov<»mni<'n 



Xlie n»?*p4>nsibilities of the Int**rior Depart ui<'nt*s Soliciti>r to <»i li*'r 
4l<*]>nrt mental bureans. M.n<l tin- ihitit"^ of th<* Atlwrney (xi*uerai to <1< - 
feiwl 4*iiH*r tt^t'O^ i**-;^ Jn«ltan C^lahn^ C\*nnni^i* *i pitK-<*e*Iin{j>, ■«* 

practico irreatly diminish tlje y^'^n] and eiT<M'tiveness of tht^^e officials in 
providin^r lej^al repres^-ntaiion to the IndiiUis. The S<>licitor is pnrti<-n- 
iurly cotnpri>mise*l as uu aclvix-nt** for Indian rijrhts by tlie fact that 
he must rcnidcr oi>inions s^ntlinsr intruiU^partinental liisptites, inehKiin^r 
stieh pro<Mvlnra.l matters as whether tlu* \It>h4tvi*s can intervene in a. 
pnx'ei-diiifr pendinir iti the Bureau c^f I^md ^lana^em<Mit , 

Xlie St^licitor is thus clucrired witli -*^*rvin<r both as lawyer aind as 
jmJ^e. Tht* D<"I^^*^rtment of JiisiJee s<»ems sliijrfrisli in resi>onilinir to 
Ituliun reqm^sts that litigation broiij:»^ht; inor<M>Vf*r. the tiefenscr of 
Jndiun Chums C\»rriniissi^>n ]>ro':e<*<linii> fore<*s upon that /D^* part men t 
xlu* role :tu<l a!>-o nientaUty of ix'injr i^n a<lv4*rsitr>" tovrnany Inilinn 
elaim,> to natin*ul resources. Similarly, the Int4*rior D<*piiY^inent's duty 
to eonserve an* I protcet pnhlie resoiiretvs <»n<r^*ntlers n l/ostility on 
part in Some in^^tanet*.- ii>€'Iaiins by Indians of private prt>perty rijrhts. 
fev<*n the exist^TK'e f>f :t >uspeet*'d eonflic-l of ]ntt*rf*st — as in Justie<**s 
iii*q:<»t isitions to st*itl<* ih<* C^arson River -4/y></##^^ cas<*. or its tiecision to 
eonfine tht* si'i^jx* of N<*w Nh^^xieo Wiiter rijrhts liiiirution — ratst^s jtist 
iltiubts in i!»e mlniis of the Indi:iTi eUc^nts as to the fitielity of their 
a,tr**m^*ys. 

The opiiiior;--. of iti** S<>Iieitor in tlu* Interior D^-i^iirt ment are, mon*- 
over, frefpienily !>ased upon invesiisr^iti^ms eoiidueted by aircneit^'S 
witit intercuts lulvt rs** to the luiliaiis; for exanll>h^ th^*^ livtlr-vlo^ri^^-a! 
stuuies^ by thi* Kiir^^au of Ki^enunation coneerninLr Ivennewick Daia and 
land surv^-^ys condiictt^il by the Bureau of i-aml ^Manaijrement (as in 

2S 1\S.< \ J VMI J^T. 
** H'njdiiuvftnt I*n^f^ A^Wn<T A\ I'Cci, Al, Afi. 

Kv^-i^ if S^ii n*J*'foi*s^^ >ui<t :t,<-<*iu-<i l:.s •iclits solfly Xo^'h%- Kio Gran<i<*. Uiroc pucb1<js wmald have bot-ii 
Itfc to rely •r\clii54r»»ly on the triljutaii*^. 
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llio T!h**jft Htitl Jfaitfa <-3iMv>, TliOTM* fm'ts uri* s«-l4l<kifi >ul>jf<'i4Ml to 
^ riifiny <-4krni>4iti*.l>k» ttmt 4if cri>s^4«x;iininHtioit by a ;c**a}v>n^. uM<*riic?y 

ji^eltjt*, The Iiuliiin*- ,.*nrriiny Intvt* in» roiiipiiriii^U^ t^xprrts t4> whirh 
tlf^'v c-Hii turn f4»r tiM-liniral t-xpiTti-i**. 

l-^Jjiully, no ^y^iirniatic ^^roi'tsiurt* <*xists for tii>:ifyiii^ [mliun trilw^s 
^ v \\\v\r j>roi<n*t<»rH of arti<»us w liicli rni^hi infnri^t* riuliii^ii lrM>.| in- 
lt*n*-*t^. III tli»' K-«n»i*-\vi<'k i>am fxt«'ii>i*>n nntl th ^IoIkwc laoci *t rnivs-- 
fer, the iifr<*ct*Hl Iruliaii:^ lt*jArn#Ml only u< eiti<'n tally of th*' con t«»rni>latoii 
n<'ttt»n, a»ad with r4»^jM*<*t r<> tin* fornH*r, it Wits t4K> latt* to tmist4*r <?f- 
ftM-iivo <>i>po^*i? ion* 

The In«linns' fiihu-iary r*'lati«»!tship w ith Um* Oi^vornnit-nt is a unif£»ie 
•*i-t>t«H-li<»n for a Miin«triiy •rnuij:, Th** vahir t»f thi> n'!atioash'.j> is. ho\v- 
substantially rTtHbMl by i-i#ntlic'ts iif innT4»^i that *M>ni|»roitiis<» the 
Feii^-ral i>rotiM-tion **xieu*U*ij to tht* Tfuiiiuts. At the very least, the 
F4*l<*ral tru--i«'^4'^ sh^nM <ti^t:lMsi' aill p4>ssil»l<* conliiet?* t4> tht» In«lia.ns 
jiirerteiL ami pr»»V!flt* them with le;ral ami (fclfenifni reprr>^>ntn tH>!i 
unhlemir^lH*^*! by 4li\i*le<i joyaltw^s. By separate institutional devices, 
ibv' 0<»^^4^rtirrn ux hiw iuun:i*reil in tfie pxLSt to reprws^-nt botix suK*ts in u 
e< >nt r*»V4*rsy jtnu then* stn-ms nt^ rt*a^oii why tliis eauui^t b<^ clone in the 
of i*onHiets In^tweeti IiuUuns aiiil other Kederal dej>iurtm4*nt2>. 
An*l **ve!i aj'^nrt fr4>in tlje Croatian of tiew insiitations, prcK^ecluros 
--h'Hild b4» 4-st ;ibltshe<l vv*ithin tin* IntftU>r L>t'i>art merit t*» iriv<» notiee to 
Indians of adv**rs*- **hiims iifrainst Ian*I antt natural re-.i>ur*-i*s claitned 
by them* iuu\ xt> ri*lit*v-e the S*>Iieitc»r of responsibility for representing: 
b**ih sjtles and serving: as jiiiliT'' us wrii in ct»ntested mtitters. 

1 
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Chairman Aiioi KKZK, Our next witness is Mr. Slierwin BmadhoacL 
He is u private cf>nMiItnnt who < nn aptly Im» i nIlo<I ihe ^rrantldaiMv of 
the American Imlian PohVy Kcviow (^ommissioiu IFc was a moiubcM- 
of my i^errronal sta*r i£\n' :l yoai-s a^ro at tho time we put tf>;Lr^'t her the 
conwi>t and the <Ietails of tlie legislation whieh estahlislieil tiie 
<^omin ission. 

T would like to welc<iine h5ni here to<!ay. ITe is very knowli^d^reahle 
in Huivau Atfairs as well as <reneral Tn<liau alFaii^s, AVele^^Hue. 

At this time T will pjiice in the record a statement prepared for the 
committi*e l>y Charles Peone Jr.. a former statf mensber of the Ameri- 
can Indian Policy Review C^ommission and a meml>er of tiie BIA 
^lanajren tent St U(ly Oroup, 

Mr. Hroadhea<K J_will also place your prepared statement in tfi^^^^^ ^ 
rcKTord and you may pro<-eevl with your verluil testimouy. 

f The statements follow:] - 

IUKPARFm Statkmext OF CiiAur^KN PrroxF-^ -Tic, RKOAruiixo tite Hi-reai; ok 

T N D I A N A KK A I KS M a AG E M K^TT S ^' S T K ^r ' 

Tbe pnrix>*^ ">y staremenr l>erore the Senate Selt'<'t C<»tnniirteo on Indian 
Affnirs is to xK>int «Mit s<>nit* t*C tUt* si;rnilic-:inr issn4*>; rt»;x:ir<nii;r tU*^ luuna^ement 
an«l cn;itnix:iti4>:j *>f the Hiirt^au of Itulhm Affairs in terms of < 1 ) inaction of the 
OirtfT A<1niinistr:ith>n. iZl} tlie rtMiuirtnl <*ik -rational <-<>no*»pt of the RIA and (3) 
<Iis<*ussion *»f fact*>rs wliirh underi!** the ilifficulty in re:i<'hin;r an elfit-it^nt level 
of oiH^rations tliron;^h or?r;mi3Ci» tionn? chnn;rt* in tlu* Rnr*>nn of In^lian Affairs. The 
c^^nrext ftf tlU^ statement wiU Ik? in terniN f>f re<:'o;rnizin;r i!ie iuiiK»rt:iiice of the 
tindin^csand r€»eommendations of the / mericau Indian Policy Review C«>inniission 
and in ;>;irrlcuhir. the BIA Maiia^ifnient Study of lJ)7tt conducted l>y the 
0**mmi>ision. , ' 

My first iH>iiit of o^Mtcc^m is to indicate the relative lack of interest displayed 
Iry Tho Ciirter Administration re;rardin^: Indian Affairs. To dat'"^ very little lias 
l>een d*»ne an<l ver>* mnruinal attempts have l>een made even to make contact or 
ackn<»wledjre the Indian peoi>le* Ourinj; our work on the American Indian Policy 
Review <"ommiSsion and on the RTA Mana;;ement Study, every efTorr v/as made to 
;rive Y uU ^•onsidersition to the tlien "new"* Administration in implementin;? any 
liroi>osetl chani^res within the Kxecnitive Itrsincli* We strongrly felt that the Presi- 
dents prfimises would 1h* made c:oo<l in an exi>editious and eflScient manner, while 
adherin;r l*» hroad ;7uidtii^ prhu-ii>les on Indian i>olicy provided by the American 
Indium I*rdicy Review Commi e-ion and supp*^rte<l by extensive Tiidian testimony 
:ind d*x-umented <*2ise study <>ver the past two und one half years. Apparently, the 
Adniitnstratif »ij has chosen lo ifrnore tfie voit*o of the Indian people and will at- 
tempt to -^jTmpple** with the i.<sues of Indian policy independent of tlieir desires. 
This is esi>e<-ially <lisheartenin?r when One c-onsideri^ the ma^rnitude of the effort 
an<l base information pr<#vided in the reports of the American Indian Policy 
Review i'omniission. Presently* personnel selec*tion and policy statements are 
I>o?r;red down, indic;itin?r a totally inadeqfiate approach to Indian problems by 
ri^v Admiiiisrr:\tion. The consultati^^n pr*>oess is once a^cain bein^ re<Iuce<l to mere 
rhetoric in an effort t*> contend with c^omplex Indian issues. 

S*imethin;r nnisr l>e done to put the new administration in touch with the In- 
dian pe^>ple and the relevant issue which demand immediate attention. Without 
this impetus, major chan;re?* in the Indian bureaucracy be frustrated- The x ^ 

Indian i>e€»ple will not snpivr>rt substantive chansres desifrned J>y an Administra- 
tion whieh lacks the <-f>xifidence of the people, 1 •l>elieve that enou^rh time han 
passe<l for the Aclinmistration to react and now it. is 'up to the Select Committee 
on Indian Affair:- ^ind Conxrress to take issue with the Admin istr^ation in response 



' Charlos P*^m4* Jr. is « f^^rm^r smfT m#*mlv<^r or Th<- A'"*'^<*^"'* *n<^hnn Poliry R*!vlew 
Commission : n memb«*r t%f tli^ RIA Mnnac:»*ment Study irroup-concentrnrttns^ on Manair^^meTit 
Informatioa Systems of the r<»port* In adrlitlnrh. Mr. l*eone Is a TVlyot (Kel Ttiv«*r Banil 
of In4lians« C«?ifomin') t is a former employee of the Navaio Area Office i BTA> : preft- 
**ntly a 'Ph.n. cnncUdate In t^e ColIe^#» of Kn^lnesH and T^nblic Administration. ITniversitv 
f*f Arizona, oonc*»ntratlnxr in Maiiacement Information Systems: and is presently on the 
faculty staff as a Research Associate workin^r on a Trainlnir and Teehnical Assistance 
contract under F-I,. t>3-G3S with the Phoenix Area Office <BIA)* 
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ro tlie reconiinenclations of tli<* ^Vmeric-un Indian Policy Review Commission- 
^uiir>ort from the top dow*n plus full sui>port of the Indian x>eople are requisite to 
major iiistiruri^aial ehanKe.. The most imiwrtant rK>int of our work on the Com- 
miNj^ion was a full commitment to an action plan — enou;;h studies have l>een made* 
now it is time to take immediate corrective action and it is not too soon to ask 
for a resiK>nse to the cK>ncerns of Indian peoi»le. 

;lf the Aclministmtion can he made resi>onsiv-e to the needs of" the Indian peo- 
plj*. tlien there art- ceriain issues that must he addressed. The first issue deals 
nith a fundamental Mindersta?idin?r of the oi>eratit>nal concept under which tlie 
Itcreau of IntUnn Affairs must ctmduct its htisiness, Tliis statement is made with 
the tmdorstandin;- thnt tlie I>cpartment of the Interior and the Office of Manage- 
ment and Bud^^et ;^reatly Intluence and effect 4»perations of the Bureau of Indian 
Affsiirs, - 

jProm a strict nia"afrenient approach, the Hureau of Indian Affairs' prlmarx 
fuinction i.s the transfer <*f mana;-ement capacity to the trihes. notwithstanding^ 
tljo truNt responsil>ility function of the fe<lor4il ;r«»vernment- Th*>se transfers in- 
vfflve sFKK-ifically the transfer of inf<»rmation, technoloprv. skills, and functional 
<M-lnponenrs nc<'es><ary for the assumption of trihal control over fecleral Indian 
service systems. Further, trihal /rovernment capacity development is implicit 
w^rliin Tljc understandi'n^r of self^srovcrnment and dele^teil federal program ser\-- 
i<'*js resTM^nsihility and control. 

The focal i>oi nt ;of fenleral policy should he Indian trihal governments Their 
mii»rf.vement is the dererminin^x fa<-tor i»y whicli the BIA should he jndRed Their 
caiuicity is srren;ct;h^Mic<l if Tlioso tr:insfers are made throu?-h BIA operations* If 
rhi:-; jM.int i.s Ttnderstofd, then -mkuc>: are: c<«itrol of information, lines of oom« 
niunu-ation an«l redircc-lion "''^-vtin?: systems; major shifts in manpower re- 
tiuirc^mcnts of the red«*ral i^ivr JiiKTacy and; whether program functions should 
ahs«»rh the costx ♦*£ oi^er^itin;; t: federal hu reaTa<-ra cy. The hasi.>? for maintaining 
exccssivf^ personnel levels is tied dire<-tly to the <*rmtintmncc of in*kind service 
<M»ntrihut!OMs hv the fe<leral Jnireaucraey^ a nhilosonhionl diA-erjrence from the 
poliey rntent of Oon;rress and the expresse<l desire of Indian people. 

T suspe*-r ihar the simplest analysis of the problem would he t<* rationalize 
the re1ntjf>nshfx) of rhe Indian r>ef>ple to the fe<lerai hureaucracv. The Indian 
TMH>ple have an expr<»ss ri^^ht to se«f-ffovernment and control of their own afTairs, 
riie fetlerjil u-»vemnicnt. as tr*isree. m»ist develop a meanin^rfnl policv which in- 
^^»rrwM-ates the *aement.s *>f the trust xelationship into a policv of Indian self- 
rr*>vornment. Therefore.^ Indian i>i»Hcy can I>est I»e des<'rili^d in terms of the pollev 
set hy each loeal trihal institution hnsed on lo<*ally defined needs arid priorities. 
These needs and i>riorities need not he ^^interpreted** nor *'certifie<i'' hy federal 
acents except in terms of (leve'opinsr rc*si>onse criteria and overall hud;?et formu- 
lation. A hiirhly resiHinsive federal hureau wotifd^make everv effort to formu- 
late fede»-al hudirets which j^e^-nre fe<lernl d<miestic assistance to meet tribal 
neefis witliin the constraints of fis<:*nl policv. 




fh-<-ision-makins:r induce tremendous costs on the Indian people who cannot be 
discounted nor rette<*ted as n non^cost to th»? federal jirovemment, altiiou;;^h there 
IS an nppear:in<-e of cost-savin?rs to the government. Application of this thought is 
reflwttHl ifi the present information and reporting svstem of the BIA \ll infor- 
mation fl<yws away from the oi^erational level (tlie reserr'ation level or trihal 
jrovernme^it level). In effe<-t. the local level is workloaded to support massive 
re;>ortm^: requirements of the '"centriil" luireaucraey. 

There-are specific points to he considered in formulating a stratejrv for chan'^e 
m the or;rani2cational concept of the Bureau of IndiaTi Affairs. Our evperience 
with AIPRC indicates that what is really r**<nnred is a commitment to make 
change and to implement the <'hanp:e pro<-ess. These factors are well imderstood 
hy Cr^mmission staff, however, these considerations should iie reviewed hrieflv 
for the record in hopes of expeditin;r tlie nature of recommended chancres: 

ATTXrcmES OF BTA EMPI^OTraS 

Tlie T5IA lias l>een the subject of constant criticism over the years from Con- 
Srress. the Kexcutive aTid the Indian r>eoplc. Gross ne;rli*rence, i'nelficiencies and 
mismanagement is attributed to Bureau oi>eriitions, leaving: little satisfaction or 
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^If-esteeiu f«>r its employees* Confront^ with tbese Issues^ tbe Bureau 1ms 
remaineil relacivelj^ uuclipb^ed^ primarily because of a lad: of sustained effort 
on the part of past udmlnbf trations. Low-key iutcrest in tlie leadership aud 
managemeut of ludiau affairs is a relevant factor in the lacic of major chazifires 
beinia: implemented* Km^Ioyees have been conditioned to short-term political 
inrerestM in chanj^, but have been ♦*unmovlns** in the end. 

Morale is extremely critical in the Bureau because of no leadership, poor 
communications^* indecisiveness of managers, instability^ in career structure, and 
th*^ effect of continuous criticism of the onranlzntion. All employees have been 
effected by the reluctance of the BIA to properly implement Indian preference 
and th«t lack of a rational approach to the problem by the Secretary of tbe 
In^erio.- 

T*:^ inability of the BIA to coi^e with Indian preference has caused mucb of 
tu<3 onderlylnf; mana^rement problems of the cir^nization. Two major problems 
l>ermeate tlie entire orimnixation : 1) confllctinp: i:oaIs and objectives between the 
BIA and Indian tribes, and 2) the confusion of operating Indian preference 
ix>licy under Civil Service Commission reicrulatious* 

The basis for Indian preference is lon^tandin^, that of providinj? a mechanism 
for Indians to govern themselves — not strictly as an employment function. The 
rijsht to self-grovemment is implicit in establl^djlnfir a means for developing com- 
munity i^als and objectives in isolated^ areas. Indian preference provides for the 
opportunity of Indian people to jrovem and control those federal pro^rrams which 
effect community development and welfare. Instead, today^ Indians are treated 
its **e3Cception.s^ to normal hiring procedures and must compete a^inst the rest 
of society for civil service jol>s which serve the indian i>eople. JFurther^ the 
structure of Jobi^ are developed ba^^ed on typical Civil i>ervlce Commission Stazfd- 
ards without regard to commitments to individual Indian communities. Thu^» 
reliance on the present policy cause BIA operations to diverge from the common 
interests of tlie Indian community. 

The second i^sue involves the obvious confusion of operatinj^ xmder a Civil 
Service Commission which establishes standards and qualifications forei^ to 
Indian commtmities and potential Indian employees/ Obviously^ the advanta;ge in 
liirin^c is in favor of the non-Indian. Indians employed n^r the BIA are inherently 
considered to be less <iualified than their counteri>arts because of ^'exception" 
liiriu^c- The appeal process is distorted and often neglected because of the con- 
flicts in equal opportunity aud preference Yiirinf:. In 'addition* trainini^ and 
advancement are developed arbitrarily* causing: morale problem^ throu^ouc 
the workforce. - « 

Statistics indicate that some TO percent >®t tb^ BIA employees are Tnflfi^-q, 
' but maKe no mists^ke about it, non-Indians nui the Bureau of Indian Affairs. 
Characteristically^ most are career servants* w^o entered the Bureau in the 
late l94Q's and ^arly ZS-SO's, a time when termination and complete autonomc^us 
control over Indian life were the conflicting: haHniar;ts of manai^eriai philofiK>phy^ 
within t^.e Federal a^rencies^ and^-the halls of Con^n^ess. Althou^-mansr young 
Indian professi<^nals have entered the ranks, many are J&risdarated* have^ yielded 
to the internal philosophy still very mucb present or have quit the'Govemment-- 
as a result of the experience. .Those who seek chan^ce do not last lom^ in the 
Bureau or their careers are dampened by deeply embedded bureaucrats. Tbe- 
choice is not easy and often compromise in the workplace iS more accejitable 
than leaving: friends and family for work elsewhere. In sxxok the- workijii? "en- 
vironment within the-^XA-45^.Jocg>Jcey^nTid. relatij-ely- non-producttve In •terms 
of meeting: the needs of th*>* Indian x>eople. much lesafprovidinff a satIsfyIn^*work ^ ^ 
environment for productivity and accompli^ment. - ' . * 

I^WEHS .ynCE^ AREA. OFFICE • r 

Since lOGl at the Chicfi^o Conference* Indian tribes have voiced their dis- 
pleasure with the; excessive layering of the Area Office structure within the 
Bureau of Indian Affairs: The JVrea'OiBce is anala^rous to a regional office ^i^ith 
Jurif^iction over several a;rencies and individual tribes. TThe Area Offflce^ serves 
as a poUcy ^^interpreter" for Xrentral Office and Con;rressIonal policv decisions 
while maintaininjir autonomous <5ontrol over Ajsrency and tribal operations:* 

Budget accountability stops at the Area O^ce leveU* hence, aUocatlon <if funds 
can be controlled and manipulated by Area Office stafT. In effect^ the Area 
Office is able to maintain excessive power over tribal erovemment through priority 
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setting* control of Federal and tribaj funds, and *^certification" of most ox>era- 
tionul activities. I£esi>onsibility is delegated to tlie field agencies, but authority 
IS retained in the A^^ea Office* 

The Area Office controliJ operations by **playins*' tribes off against one another 
tlirougli tbe -budgeting process, program allocations and c*erti£Lcation of all 
niijdpi^^^ci^ions, Xhe. Agency oix^rations^ level is left with little autJority to 
jcondoct business suchv as contracting for services, cash flow reimbursemenc 
and i>olicy decisions on operational matters^ 

At preis^eut, the Area Office is an impeding force in the pathx>f Indian ^elf- 
determination and self-government- This issue lias never been clear to Jfederal 
administrators because of the. relationship the Area Office has been able to 
maintain witii the tribes. A major higiiUgiit of the history of the Area Office 
should be i>ointed out and that is the love/hate relationship with the tribes. 
This has poseil^^yory confusing problems for those who tried to change the 
structure of Indian Affairs in the past. The relationship is informal and is 
based on the arbitr:iTy decision-making autliority established by tlie Area Office- 
That iii, the Area Ullice is the holder of the purse strings for the tribes under 
its jurisdiction (inclu<les the authority to control expenditure of tribal funds 
and miscellaneous revenues). Therefore, thos^ tribes who have gained **favor'' 
with Area Office staff would do very well in the budget process at the expense 
of those who demand e<ixuty or niust assert their rights on various prioritieiS. 
There has been a continuously shifting jjattem of program allocations over 
the years. Those tribes able to deal effectively with the Area Office situation 
see tJie advantage of maintaining the system; thoi;e who mtist bear the btirden. 
have otiier views. Over time, shifts have been effectively manipulated to induce 
The tribes **out of favor'' to supx>ort Area functions as well* • This^ makes for 
an extremely mistable condition for tribes to plan, but it does fit well into the 
c<>ncei>t of ulind Analysis and incremental budgetary processes. 

Clearly/^a new role must be established for the Area Office if they are to 
continue" to exist under future policy of self-determination, I do not foresee 
a major role in the KIA structure for the Area Office except on a limited basis. 
Ir^irst. the Area Office must be taken *'Out of tlie lisae*' of Kureau operations 
:ina redefined in terms of technical staff support to the Agencies or tribes- 
Second, the total staff must be reduced markedly and those funds and i>ositions 
be reallocated T:o the ojierational level- 

Xhe resiiltM^of this organizational shift would improve the*.overalI opera* 
Tion;il concept of tlio KIA in terms of expressed Congressional mandates. Organi- 
sationally ; lines of ^ommunii-utiuns would open up between the i>olicy group 
in Washington and the. individual tribes: direct services and expertise at the 
local level would be upgraded significantly^ with virtually the same level of 
effort ; and^ the -Vrea Office would be in a jpbsition to offer technical assistajice 
on a regional basis — a concern: which originally justified the establishment 
of the Area Office structure. 

The ovorwhelming i>ower presently orchestrated by the Area Office to control 
the Affairx of Indians would be sharply reduced to a more positive role of support- 
**stafr' to the individual tribes. I, am convinced that the Area Office must be 
cither eliminated or assigned a new role, as mentioned above, in any future 
organ i;^:itional or policy realignment. Xhe impact of this -single organizational ad- 
justment would l>e revolutionary in the field ^f Indian affairs in terms of meet- 
ing the pro^n*^sive environment the tribes require to develop for themselves the 
right to self-government. 

BtJDGETJUtY EFFOKX 

There are two ma j*>r considerations in terms of the budget process which should 
be nicnriont-il in rliis statement- One i^; the actual process itself which is ex5)lained 
in Tiie 151 A Management Study. Xhe budget process will be addressed in a later- 
hearing and is beyond the scope of this statement with the exception of under- 
scnmling the relationfehip of Indian tribes to the federal government, inentione<i 
earlier in this ii:ix>er- If tlie t^as^is of needs and priorities can be identified from the 
Indian per>=i>ective. then a federaUTndian budget can be developed in line with 
nutting, in an ^-efficient and effective** manner, the goals and objectives of the 
various Indian tribes. 

The second is<--ue involves the actual budgetary effort of the Bureau of Indian 
Affair5=^ and the other federiil agencies involved extensively in Indian programs* 
Xhe <Min text of the BIA budget must be identified in terms of the relative ex- 
l>enditu res allocated to resource protection^ resource development Inrmfln re- 
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sniirce propxams Cincludinj: education funds) and adminif^trative support servicef?. 
^Effort in this case should be deteruxined by direct services to Indians in terms of 
either direct jsubsidy or in-kind sor\-^ice contributions bT;-^sejrr2wicini[r administra- 
tive support and indirect costs into separate categories. This task is *litflcult 
enough, but vc-hen^this is complete the budjsret breakout would indicate the rela- 
tive expenditure of federal funds on specilic Indian priori tiers'. 

-A. critical issue is the maintenance of eflCort in resource protection and rc^source 
development In view of the overall effort, only a very small i>ercenta?re is allo- 
cated to the fundamental mission of the 25IA- Human resource demands are dis- 
placing^ the natural res^ource functions of the BIA. simple review of the i^ast five 
year budsret effort indicate sharp rises in human resource programming^ and de- 
clines in natural resource efforts. In effect, this trend follows dos^lx- with si;r- 
niflcant increases obsen-ed nationally. However, an analysis must be made in 
relation to the importance of maintaining a si^rnificant bud^ret in tlTe reso-arce pro- 
tection and development programs. Increases in the overall budget must be evalu- 
ated in^terms of the impact on resource programs rather than a prorated in- 
crease in all programs* I do not suggest that natural resource programs be in- 
creased at the expense of other htmitvn resource procrrams. I am simplv stating 
that mcremental increases are eroding the BIA budget because of the imbalance 
between natural and human resource efforts. For example, the Education budget 
IS approximately 40 percent of the total budget alone: while trust related pro- 
granis are an insignificant percentage of the total budget. When future budget 
considerations are made, this imbalance must be viewed from more than iustan 
mcremental approach^ as in the past Either the imbalance must be reevaluated 
' extensive mcreases must be requested to adequately protect and develop Indian 
lands; ^ 

Another important aspect of the budget is the lack 6f Indian participation in tlie 
budget process. The BIA advocates the use of ^ Band Analvsis** as a means of 
establishing priorities through Indian participation. However, only about one 

programs are on the band, hardly a significant portion of the 
effort. In addition, with the advent of other federal agencies develop- 
j^iig Indian programs, the BIA effort may only result in 40 percent of the total 
^ederal effort on some reservations. Therefore, In terms of lising the overall 
actryiry on Indian resen'ations or in effect, the tribal budget, Indians do not share 
xzL the decision process of establishing federal priorities. 

The result is that the BIA is playing a less significant role in the overall pro- 
gram services area and the. tribes are the focal jpoint of the fragmented approach 
of federal domestic assistance programming: A. major consolidating effort in this 
area should be considered on behalf of the tribes so that control of planning and 

m^^*^^ become a meaningful mechanism for futtire use of federal funding 

The Bur eau of Indian Affairs couJd do much to support these efforts as a liai- 
son zn support of tribal needs. The BIA offers little in the area of inter-^ovem- 
mental relations which should be a major function of the trust agent in terms of 
program services. Here is where the BIA could become an effective and imrK>r* 
taut instrument m advancing the development of the Indian tribes The BIA 
should Identify the needs and priorities of the individtuU tribes and act as a *^con- 
uuit^ for federal domestic assistance progranaming in support of tribal govern- 
ment: operations while providing^the necessary assistance to tribes in developinsr 
capacits: to manage their own afEairs- 

The BIA Management Study amply identifies major problems in the manage- 
ment ^of information and commxmications* I-ittle need be stated about the prob- 
lems involved in the fact that tribes are widely dispersed and reside in isolated 
areas Jrhroughout the country. One major point must be made about the cond-- 
-faon of the BIA effort in developing computer systems for future operations. These 
efforts bearlittle resemblance to the policy of selfnaetermination established by 
Congress. The fact is that control of information is a tremendous tool in con- 
trolling the activities of tribal government. This tool has been used over the years 
to undermine the stabiHty of Indian poUcy, A tremendous capital venture is tak- 
Ing place in the Albuquerqne Data Center to update already- proven outdated ma- 
<dbmes and manpo^ver. The new investment is intended to bring the system m to 
the staiidards reQ«red to operate laiiE:e-scale bureau programs. 

, I Question the wisdom of centralizing and controlling major components of op- 
erational reporting systems at a time when Congress has established law inviting 
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tribes to talce over tbe reeponsibiUty of such prosrAm services. This action ^cwis 
couuter to the intent of <:oxi«refij:> au<i imdenuined tlie capacity of tribes to foUy 
control programs linger Piiblic Iaw »3-«3S, Fttrtlier^ a centraliajed. syst^n asain 
ir^^e^s demands on tlie operational level wliile offering Uttle in return. Tlie BI ^ 
bas a proven trade record in tbelr past efforts to manage large computer systems. 
SSomebow a rationale bas been presented tliat simply because the present system 
has never worlced. means tliat an even larger system Is viable under BIA. manage- 
ment. One only needs to draw perspective on Indian jwref erMice policy and the 
future manpower reauirements of large computer j«ystems analyses and operations 
to see the nature and scope of this project, 

Ixxformation and reporting systems should, be developed primarily in support or 
local 47perations with secondary consideration given to centralized rei>orting re- 
auirements such as -statistics and annual reports. Xhese functions can be logically 
built into a dual communications system without the burden off asc^ssive manage- 
ment expertise. This is a common tool used in industry and by £>rix re enterprise 
who Hiiecialize io> the market of management information. In the long term, de- 
centralized support systems at the res«:vation level would iwcove to >p the most 
effective in terms of cost-savingii and. compliance with the intent of Congress. 

cors-d-Tisioys 

The basis for my statements revolve around a central theme of tribal selT-gov- 
emm^nt and the extent to which a major federal commitment can be made. Xhe 
iN:»ue f^t federal administration of Indian affairs has been very confusing to most 
but the procesfe is really quite simple. Understand that there^are Individ tial Indian 
tribeic and recognize that each entity is culturally an-d politically unique- Utilizng 
this understanding, the federal government can establish the role of being sup- 
portive of the efforts of tribes to develop at their own pace ; and to recognize' 
that liidian tribes are basically more capable of establishing liSSorities and. iden- 
tif ving needs than outside intervention forces. 

The immediate objectives of the federal government j^outtf l>e ^ improve the 
operation ^and management of the Bureau of Indian AflEairs and develop op- 
erarinnal ix>licies which* establish goals and objectives in line with tribal goals and 
objectives- 

The long term goals of t2ie federal government should be to establish a com- 
mxmications linkage witli the various Indian tribes throng the budget process, 
the personnel process, and the management information process in the context 
of xociising on support systems for tribal activities- 

The issues brought forth in this paper are critical to such a linkage. There are 
many alternatives by which to accomplish these basic fundamentals^ however, the 
most isnportant factor is t±ie idea of commitment and of siastiained effort on the 
part'^'^f the administration to implement and follow through on action plans. 



I^SEPARED STATEaiE^rr OF SniEnwiST SsoAnscKAn 

:Mr- Chairman, members of the Committee — my name is Sherwin Broadhead* 
I live at Reardan, AVashington. I thanfo^the Committee for the opportunity to pre- 
sent testimony on the need to restructure and redirect the activities of the Sureau 
of Indian AiTairs. ^ « -^^ , a 

Most of mv work exi>erience since I graduated from iUaw Sciaool has heen in 
government organizations worlcing with Indians. -.Although some of the positrons 
I've held appear exciting and even important^ none is as relevant to your present 
inquiry than the three years I wa4> Superintendent of the Colville Agency of the . 
Bureau of Indian Affairs. ^ 

I was emploved in the Capacity as Superintendent in an unusual manne^r,.Xhe 
Ai^a J>f rector usualiv does the liirlng for these positions^ in my case, the Colville 
*trribe ^=ought me out anU in the early days of Commissioner JEtruce's Administra- 
tion persuaded him to transfer me. The Area I>irector made it plain that I was 
not his choice and that co-operation from his Office^ would be limited. P'erhaps 
that attitude coming from the Area Office c^ontribu ted more to the success of my 
efforts than anything else* It allowed me the freedom to reorient staff to worlc 
-with the Tribe and within the f rameworfe of a national policy of self-determina- 
tion to have the tribal council set policy for the administration of Bureaia of In- 
dian Affairs programs. With the help of the tribe^ I was able to secure delegations 
of authority in almost all program activity* by carefully analyzing the letter and 
the ^irit of the law and the regulations with occasional assistance from the Cen- 
tral Office, we were able to move e3i)editiously and effectively to return the Agen- 
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cy to tlie reservation nucl reshape it to meet tlie needs of the tribe and serve the 
residents of the Reservation instead of catering: to the whims of varioui;? -^rea 
Mazia«;ers* Some say it can^'t be doue^ it would take a long, time^ or that 55ui>erin- 
^tendents would not be able to effectively function without the Hue authority of 
the Area I>Irector. It was done and I believe the effectiveness^of tlie programs 
at ColviUe^ the risinjsr to prozninence of the Colville Tribe as leaders in»i>rogram 
creativeness artest to the effectiveness of local administration. The Col^^Sle Tribes 
were thf^ originators of the first Indian Action Team, they have assumed control 
of a former mission school on the reservation, they have developed "businesses, 
and are 5n" control of their timber and mineral operations. Certainly the Colville 
Council is made up of an unusually talented people, however, I believe a part of 
the success they are having? is traceable to getting the Area Office ofit! of their 
bac]£S, ^ ^ - ' 

My experience in working with the Agency stafiC was most rewarding. Some 
liad worked many years with the Bureau* Once they learned they could actua ll y 
service and work with the tribe* they became most effective creative technicians, 
s^everal came to mo later and -expressed of having a purpose in tlieir work. I be- 
lieve there are hundreds of such people working for the Bureau if tiiey can just 
be reoriented. 

How many times have we heard announcements coming from Executive Offi- 
cials^ PresidentM^ Interior Secretaries and Commissioners that basic change was 
being made in the policy or structure of the Bureau of Indian Aff^airs, how often, 
we liear that the Bureau policy is self determination. Xet there is really no change. 
WHY XOT? because the iK>licies and structural changes never reach the service 
delivery leveL TVhy not? 

The executive ofScials. often newcomers to the Bureaucracy and especially one 
of the oldest bureaucracies in the Crovex-nment, the Bureau of Indian Affairs fail 
to come to grips with a very effective filter or buffer — the Area Office. 

They are not able to recognize the sophistication of the Area Managers, who 
have mastered the art of survival management. Such concepts as self-determina- 
tion or contracting if successful would undermine the power base of the *Vrea I>i- 
rector and his A^ea Manaprers. They liave learned to speal^ Uie languag^e of several 
X>ast administrations^ yet they have just as effectively prevented the chanpres- 

An Area \rnnager sidled at survival nxanagement can appear, to be all things 
to all people, He'^ets alon^ well w^th officials of other agenices as well as state 
officials because he is most co-operative with them often at the expense of projrram 
funds intended for tribes or even more detrimental he can provide these ajreucies 
witiL information or strate^TT i^ci the other a^cencies ^rosp for Indiain resources* 

Area. Managers almost always have the cooperation and support of the Super- 
^intendent Branch Chiefs and Technical Staff of the ag:encies l»ecause they control 
such imx>ortant personnel actions as promotions, transfers and staff hire at the 
a;e:ency. They allocate program funding and even a novice survivaLmanager knows 
liow to hold back funds to distribute' as rewards in times of need. In addi- 
tion Area meeting of various disciplines are held at certain spots where entertain- 
ment is available and they taUc thinners over — lau^h at and decide the pronounce- 
ments coming out of the Administrations and plot to overcome the latest efforts by 
the Administraion to brinpr about chansrc. A real sen«e, of Brotherhood exists in 
this atmosphere of survival and a kind of mutual loyalty is built thnt often 
obscures other considerations- 

The Area Manager hns been able to exercise his management of survival with 
tribal leaders as well. His bundle of carrots and sticks seem endless. If a tribe, 
"is cooperative* 25i>eirial funds are found to meet special tribal projects. Tribal 
actions such as chancres in I^aw and Order Codes or attorneys contracts are 
quickly approved and i>erfect harm^y exists as long: as these don't riik*^ the 
CommIssiom?r or other Federal Officials with pronouncements of change too seri- 
ously complement support of the Area I>irector* On the other hand* some tribal 
leaders jcpeak out in favor of chansre, try to contract pro^n^ms or seek to exercise 
their authority that may cause Area Mana^rers and Superintendents problems 
with state authorities, other ajrencSes or force them to answer Con^^ressional 
affairs. Approval of tribal action are often delayed or have to be chanjcred. Attor- 
ney contracts are nit-picke<l and funds for needed pro^rrams never seem to be 
available* inflation forces cut backs in last years proirram and building^ programs 
are postponed. ^ . 

A special survival technique has been perfected between many" Area I>irector» 
and Superintendents, it soes like this. Tlie Superintendent disa^ees with a tribal 
action that requires Hureau approval^ yet if he would disapprove the action, he 





^vnultl linvi* to oxi)laiii his action to the Council nnd perhaps suffer their dis- 
l^lf^a^iure, lifter uIL, he has to live there so he works a deal with the Area director 
th^it he will forward tlie action to rhe Area JOirlKrtor with the recommendations 
tliat he approve if the Area Director will assure liim that he will reverse the 
«uperiiiteiideut*s action. The Superintendent stays in sood graces with the tribe 
and owes strong; support to the Area JJirector and perhaps the Superintendent 
<r:in convince the tribe to pass a resolution ravorin;^ the Area i:>irector if someone 
tries ro unseat him. 

With these Icinds of developed mechanisms holdinfr the remnants of the Old 
Bureau to;?ether it*s really no wonder that the transient administrations don*t 
tamper with the lilter are satisfied to sit back and basic in their pronounce- 
ments. 

I want to make a few thin^rs clear* 

3- Xhese e>:5>erti^ ;rt si;r\'ival Mana^rcrnent are within Democrats or Kepublicans 
they treat all ciduiinisiration who i>rox>ose ehan^:e. with equal disi^lain. 

~ All the people within the Area Office and many people in agency ofBces are 
not iJixrt of this survival system, some even make waves and suITer the 
eonsetf 1 uences, 

I do not intend to be critical of tribal lenders wliether they cooperate or 
llirhr^ I believe they l>est know the needs of tlie people and usually the5' are very 
aware of consequ<*nces not only will befall thorn but also the people tJiey ser\'e- 

The Eureau of Indian Affairs Mana??enient Study is rij^ht on tacsret when thev 
slat**. . • . will be iK>ssib!e to eliminate the position of Area Director and replace 
ir. At present these employees interpose between central pro?2:rams development 
ac-tivities and a^rency service delivery functions ;;is a ros\ilt tliey restirict commu- 
nications and inhibit rather than enhance the Bureau's overall effectiveness* 

Obviously^ Warren Kinp: and Associates could not have learned about all the 
Survival ^Iana??ement Techniques but they had insigrht with what the result 
is when these survival techniques are exercised. 

I would like to comment on two other recommendations presented by the ifan- 
ajrf*ment Study. 

JL. I I>elieve the nianajrement study wa:?; too kind in their comments, about the 
band .analysis system, Xet's look at what options are possible rmder that system'^ 
for tribes to ni€^t their needs— obviously there is some need for last years pro- 
srram, the fundinjr limits have already been set. If the tribe sets are priority 
over another^ they may cripple the travel budsret of the non-priority pro;::ram. 
ind tlierefore dentin?: its effectiveness — on the -Area Office prosnrani or staff are 
not included in band analysis and certain amounts of special proprram funds 
ran l»e easily hidden for later distribution and' therefore only very limited asrency . 
l>ud?cets are effected. Xet the 3and Analysis is often thrown back at tribes 
if they later seek funds in other than priority programs or want to initiate 
a new projrram. It appears to me to even imply that the present band analysis 
plan meets the requirements of the Indian Reor^nissation Act is a jnross misstate- 
ment. The spirit of the IRA provisions reg^irdinxr tribal budgets was to bring 
the budget process out in the open — the band mechanism serves only the 
Bureaucracy not the tribes and further obsctires where the bulk of funds are 
being spent. 

* i:hgax, ap vi c e 

Since the tribes are constantly beset with wliether they have certain authority 
or not — what to do when non-Indians defy their authority, legal Icinds of 
advice is sought from the Bureau of Indian Affairs — ^very few Bureau ofBcials 
have any background in law. these questions must be forwarded to Regional 
or field Solicitors and the delay often seems a hardship on the tribe. TVlthout 
a legal resoi rce directly available, Bureau olScials cannot possibly uphold the 
trust respon.-ilbility. Xlie conflict of interest within the Solicitors Office and 
particularly obvious in some re;rional Solicitor's Office, make the asking of 
t!ome qu<»stions resrardinir resources by a Bureau official a violation of the tm5^ 
sex-rice it gives the Solicitor and opportunity to cast a legal cloud on the tribal 
propf»rty. 

T^ntil the Bureau is takon out of the conflict ridden Department of the 
Interior, or until a Trust Counsel Authority is ^reated. the necessary and 
expedient solution is to create a Oeneral Counsel's Office xmder the Commissioner 
or Assistnrrt Secretary as tlae case may be. 

One other vital ingredient must be added, that is training, relevant training 
tlaat deals with concept?^ such as sovereignty, jurisdiction, trust ref^ponsibiliiy 
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trainlnjr that allf>ws: 15TA Administrators to smsp the importance of liis proper 
function to tbe survival and well beinjc of tlie Tribe- Training: tliat vrill provide^ 
tliese aCmini^trations with the self confidences* / 

STATEMEKX OF SHEiElWJlN* BROADHP.AT) 

Mr. BROAt>i7E^vn. Thantyou-^ Senator Abourczk, 

I want to thank the committee for the opportunity to appear here 
and address xnyself to what I feel is a very important matter tliat has 
been neglected far too long. 

Most of my experience since graduating from law school has be^^^ 
working in various Government programs. Most of those programs 
have dealt with Indians. ISTone is more relevant to lihe inquiry you 
have today than the 3 years I spent as Superintendent of the Colville 
' Indian Reservation. . ^ 

I was hired as superintendent in a difTerent way than most sujper- 
inrendents are hired. Usually the area director makes a choice. He 
is the direct employee of the area director. In this case the Colville 
Tribe exerted its influence. They sought me out. They influenced 
Commissioner 33ruce in the early days of his commissionership to 
appoint me. I arrived on the scene witbout the blessing of the area 
director. He let me know about it. He said I would not liave the 
- cooperation of his office and that it would be very difficult for me. 

Perha,ps that is the best thing that ever happened to me. I was able 
to operate in a very autonomous way. Witb the help of tbe tribe^ I 
sought all delegations of authority that I could possibly get to the 
local level. iVe were able to bring the staff^together. That was no mean 
task. . 

The staff function, with their colleagues in the area office, was very 
difficult to break- 1 had a tough time getting them to stop their morn- 
ing cbat with the area offic e and getting their directions bere. 

Chairman Aboxtkezk. Wbo was the area director? 

Mr. BnoAnHEAO. I>ale Bal dwin. 

Chairman -Ajsottkezk. TVhere is he ? 

Mr. Bro^\i>bcead. He is retired. He retired 2 or 3 years ago^ 

Dale had been in the. Bureau for many years^ first as a super- 
intendent and then as an area director. - ^ 

The policy that we went under was much like^a board of directoi^ 
and a general manager or an operational unit^ with, tbe tribal council 
b eing the board of directors. 

With the area director out of the way* this worked very smoothly 
because we did not have two masters to answer to, so to speak. How- 
ever, there were some areas where I was not able to get a. delegation 
of autliprity. There were matters of funds and ftmds distribution 
which wereT very difficult. But I had contacts in the central office. 
It is not all that difficult to talk to people with modem communications 
and to go beyond that. 

It was a very satisfying experience dfrom the standx>oint of some of 
the staff wbicb was there. I was able to bring around some to see that 
the rea.1 need of the technicians was to work with, the tribes to carxy 
out the needs of that x^ervation rather thanr some remote control and 
serving some other master- After these fellows had worked for S or 
3 years, they became pretty good at this and they took great satisfac- 
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tion. Also, people who had been 15 or 20 years in the Bureau said that 
that was the most satisfying: 2 years that thejr had ever had because 
thev really saw a purpose in their work. They just did not ^ro to work 
in the morning and satisfy somebody else's need; they really" satisfied 
a need in themselves in scein^c: things done and a result happenin<r. 

I really think that some of the successes tliat the Colville Tribe has 
had in the past few years — and there liave been many — ^were not due 
to any jarreat tale-nt that I had. It was due, in some respects, to bein^^ 
able to ^ret the area office out of the way so the decisions could be made 
and so that they could come to grips with the real problems facing 
reservations. 

How many times have we heard announcements rominfr from execii- 
tive officials!^ Presidents^ Interior Secretaries, and Commissioners that 
basic chanjre is being made in the policy or structure of the "Bnreau of 
Indian Affairs? How often do we hear that the Bureau policy is self- 
determination? 

Yet^ the more we talk of a cliange, tlie less change we actually sex? 
ta ke p lace in the field* 

TVhy is this so? It is l^ecause the policies and structural changes 
never reach tlie service delivery area- They never reach the agency^ 

The executive officials, often newcomers to the bureaucracy and es- 
pecially one of the oldest, bureaucracies in the Government — ^the 
Bureau of Indian Affairs — fail to come to gx*ips with a very effective 
filter or buffer^the area office. 

They are not able to recognize the sophistication of the area man-- 
agers^ who have mastered the art of sur\-ivaT management. Such con- 
cepts as self-determination or contracting, if succe^ful, would xmder- 
mino tlie power base of the area director and his area managers, Tliey 
have learned to speak the language of several past, administrators, yet 
they have ^ufrt as effectively prevented the changes. 

An area manager skilled at survival management can appear to be 
all things to all people;- He gets along well with officials of other airen- 
cies as well as State officials because he is most cooperative with them^ 
oft^^n at the expense of program funds intended for tribes or* even 
more'detHmcntal, he can provide these agencies with information or 
strategy in the other agencies' grasp for Indian resources. 

-iVrea managers almost always have the cooperation and support of 
the superintendent branch diiefs and technical staff of the agencies 
because they control such important personnel actions as promotions^ 
transfers^ and st«.ff hire at the. agency. Thev allocate program fund- 
ings and even a novice survival manager knows how to hold back 
funds to distribute as rewards in times of need.^ 

In addition^ area meetings of various disciplines are held at certain 
spots where entertainment is available and the.y talk things over, Tliey 
laugh at and deride the pronouncements coming out of the adininis- 
tration and plot to overcome the la te5;t. eff6rt by the administration to 
bring about chance, real sense of brotherhood e?dsts in this atmos- 
phere of survival, and a kind of mutual loyalty is built that often ob- 
scures other considerations- 

The area manager has been able to exercise his management of snr- 
rival with tribal leaders as well. His bundle of carrots and sticks is 
endles5^ If a tribe is cooperative^ special funds are found to meet spe- 
cial tribal projects. Tribal actions such" as changes in law and -order 
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codes or attomevs contmcts are quickly approved, and perfect har- 
nionv okxists as lona^ as these trib^ do- not take tlie Ck>mmissioner or 
other Federal officials with pronouncements of chan<re too seriously. 

Thev compliment and support the area director, of course. On the 
other iiand, some tribal leaders speak out in favor of change. They try 
to contract pro<rrams or seek to exercise their authority that may 
cause area managers and superintendents problems with State au- 
thorities, other ajrencies, or force them to answer congressional affairs. 

Approval of tribal action is often delayed or has to be changed- At- 
tornev contracts are nitpicked and fimds for needed programs never 
seem' "to be available. Inflation forces cutbaclis in last year's program, 
and building programs are postponed. 

A special survival technique has been perfected between manv area 
dii-cctors and superintendents. It goes like this. The superintendent 
disagrees with a tribal action that requires Bureau appix>val. Yet, if 
he would disapprove the action, he would have to explain his action 
to the council and perhaps suffer their displeasure. A-fter all, he has 
TO live there, so he works a deal with the area director. The area direc- 
toi' savs, "Yon go ahead and recommend it and send for me; and I will 
dis:ipprove it." , . 

The superintendent stays in good graces with the-tnbe, and he owes 
strong support to the area director. Perhaps the superinterident can 
convince the tribe to pass a resolution favoring the area director if 
someone tries to unseat him. 

With these kinds of developed mechanisms holding the remnants 
of the old Bureau together, it is really no wonder that the transients - 
administrations do hot tamper w^th the filter and are satisfied^to sit 
back and bask in their pronouncements. 

I w-ant to make a few things clear- . _ ' 

First, those experts at sni*vival management are neither Democrats 
nor Republicans. They treat all administrations who propose change 
- with equal disdain. 

Second, all the people wirhin the area office and many people in 
airency offices are not part of this sur\-ival system. Some of them even 
make waves and suffer the consequences. 

Third, I do not intend to be critical of tribal leaders whether they 
cooperate or fight. X lx»iicvQ they l:>e,st know the needs of the people. 
TJsually they are very aware of conseniiences that not only will befall 
them but alVo the people they ser\-e. They are between a rock and a 
hard place, in otlier words. . . 

The Hureau of Indian Affaii-s management study is nsrht on target 
when they state: 'H^ill be possible to eliminate the position of area 
director and replace it. At present, these employees interpose betweetn 
r-entral programs develox:>nient activities and agency ssrvic© delrrery 
functions: as a result they restrict communications and inhibit rather 
than enhance the T5urean*s overall effectiveness." 

Obviously, "VTarren Iving & Associates could not have learned about 
all the survival management techniques, but they had insight with 
what the result is ^h en these survival techniques are exercised. ' 

T would like to make a couple of other comments.^ _ _ 

T believe the Tnanasrement study was too kind in their discussion 
of the fundinc". T think the band analysis system is a fr^ud; it ^ould 
not be called that. It makes Indians think they liave an input when, in. 



fact^ the determinations are already made* It is used as a haiidy medi- 
anism when the Bureau: has failed to meet its commitments They can^ 
then come hack and say to the tribe, You did not put it on the hand.'^* 
So« it is a kind o£ scapegoat. 

It certainly does not mean J;hat the spirit of the Indian I2eor^aniza- 
tion ^ct- provisions regarding tribal budgets, which is to brmg the 
budget process out in the open. The band mechanism serves only the 
bureaucracy and not the tribe. It further obscures^ where the bulk of 
funds are bn^ng spent* _ 

On the matter of the Solicitor's. oflGLce, I have to respectfully dis- 
agree with ]Mr* Chambers. X perhaps saw it &om a different angle. I 
saw it from a* superintendent's angle. 

Jjt attempting: to be an c-dvocate, I was very often without the legal 
research "that was needed. 1 did not dare call the regional solicitor 
because he also worked for the Par]fe Service. Se also worked for the 
IBonheville I^ower* Those are the questions I wanted to ask him about* 
How come they were using tribal resources? So, his conflict prevented 
it from being a. useful resource. 

At the earlier point in time, tlie Associate Solicitor was not useful 
to me.- 

Mr. C?hambers came along and filled the post very welL Perhaps he 
filled the vacancy. 

However, I think there is another point that needs to be considered 
here. 

As we pointed out this morning, the^Bureau of Indian Affair s do es 
not seem to be a very professional agency. They seem to say, ^^Well, 
we do^3M>t know. We aj^ not lawyers. VVe cannot decide that.'' 
^ ;I^*iiink they have to be made a professional agency. I think the 
impact of somebody like ]Mr. Chambers^ as General Counsel to the 
]&ureau of Indian Affairs, could go xl long ways to rrmViT^ g that agency 
professional. He could demand -better teclmicjans to work up tlie 
cases and to develop the resource issues. . ^ 

For too long, the 3ureau of Indian Affairs has been able to settle 
for less and less. Recently this whole claims maitter before the Con- 
-<rress — -there are so many hidden claims. They are thercLrbecause the 
Bureau of Indian Affairs does not have the competence to brings them 
out into the open and develop them. 

T think the department has an obligation to do that. There must be 
some mechanism set up to do it. 

T have one other thing that I think should be said. T do. not think 
this was emphasized in the same way that I would like to emphasize 
it, which is that aspect of the management study. I am talMng^ about 
ntumagement training. I think a great many superintendents are sym- 
pathetic with tribes. They woulct^like to be very helpful. 

However, they do not have the background as to the concepts of 
so vereiiiiiL V , furisdiction, and trust responsibility. They do not xmder- ^ 
stand the -proper role of the Bureau and where it could movei 

I tliink that'providing these kinds of tools to the administrators ixi 
the Bureau of Indian Affairs would bolster their self-confidence. T 
think they can become thie kind of advocates that the tribes are 
for:. ' 

I would respond to questions. Senator* 



Chairman Aboxtkezk. I want to say that this is excellent testimony . 
It ik the kind that is needed, and it is very helpful. \ ou. lutye had the 
kind of experience of the area offices and it is very lielpful. 

I ask a iSember of the staff to crivc a copv of your statement to the 
Bureau staff person. I will ask that a copy be sent to the President s 
reoramization staff. They were here tins momm-, but I 4? i"^?^! ^S. 
them here this afternoon. I tiiink those statements will be helpful to 

.^^What you have just testified to has been a matter that hn^ been sus- 
pected bv a irrcat manv people for a Ion*; time. There is survival man- 
a"-ement'in the area ofeccs and not Indian management. 

'^It does seem that whatever direction that an admmistratioii naay 
want to take, it alwavs becomes frustrating before it gete down to tue 
level where the help is reallv needed ; that is at the tnbal level. 

The svstem of rewards and pimisjiment for those people wlio try to 
unseat area directors or threaten their portion is one that has been in. 

existence for a long; t^me. « , -^^ 4^,^ tJ. 

\s chairman of the Indian Affairs Subcommittee, representm«: ±n- 
teHor. and as chairman of the full Senate Indian Committee gat we 
have lust created this vear, I have seen the rcsidts of the politicknig 
that has *xonc on in the area offices. It is a consistent effort on the part 
area directors to lobbv the Indian tribes into opposmfftlmi^ tibat 
the Indian tribes themselves might want at the outset- ^Oiroi^h t^s 
svstem of rewards and punishment there are always^ough txab^ who 
are frightened for their own position. So, those tribes can be tai^^ 
into coming out in opposition to programs that would greatlybenetit 
then^ This is out of fear of being cut off, T guess, >>y the area offices. 

There is no more furious Icind of politicking that go^ on than that 
done bv the area offices when they want to-stop somethiiur- 

:Mr. 'BKOAniiE.vD. Tlierc is about 150 years of training that goes into 
the survival management. Thev have, been surviving for that long m 
tlmt kind of a wav. There have been a lot of charges from Connxess 
about the corruptness and the misuse of funds over the years wititm 
the Bureau of Indian Affairs. But they have always been able to 
weatlier tliose storms because of the survival mechanism. It is a pretjy 
bi-ave tribe that will speak up in support of a move to get nd of the 
area offices when the area office is putting pressure on them to say 

otherwise- _ t -l 

. T would ad\'ise any administration that is gomg to make such a move 
as' to disband area offices to make the move and then announce it- 
ChaiT-manABOTTREZTK. Do it quickly? \. 
\Mr. BROADHEAn. After 4t is aimoimcol and the area director Jaas 
lost' his x>owcr, which is a power relationship, tlien you can. do 

•something. ■» j- 

The Congress and the administration can then give the area direc- 
tor the power to hold over the Indians ; that is, by giving him the funds 
and the approval power of a ny of their actions. _ 

Chairman AnoiTREZic- TVe have no more t^Tiestions. j -u ' 

T want to express my thanks for your testimony- It was a good f orm- 
right statement. IVc appreciate it very much. _ 
Our hearings are recessed- subject to the call of the Chair. 
["Whcreupon, at 3 p.m., the committee recessed, subject to the call 
of the Chair.3 ' 



BUREAU OF INDIAN AFFAIRS ORGANtZATION 



- TT.S. Seitate, 

The committee met, ptirsnaiit to notice, at 9K)5 a:m. in rcxnn 5302, 
X>iz^sseii Senate- Office Building, Senator Barnes Abourezik (diaizman 
of the committee) presiding. 

Pisescnt: Senator Abourezk. 

Staff present: Smest X*. Stevens, staff director; Alan Parker, chief 
connseL^ Karl Funke, assistant coxOasel; and 2VIichael Coac, minority 
counsel. ^ * 

Ohairman AsomtBzs:. The committee "will come to order, . 

This oversight hearing is one in a series on administration and man- 
agement of Indian affairs. 

The purpose ^f the hearing today is to take testimony from govern- 
mental ^pcitnesses on the administration and management of Xn£an af- 
faire^ by the -Oepartment of the Interior and its varionst bureaus and 
divisions. , On JTmy- lC,"we beard testimon^^sErom nongovernmental ^(vit- 




cemixig the same- 

. Additional hearing^, Thrill be held -with regard to the ^Federal budget 
process in relation to Indian affairs. Federal Indian, dome^dc -assist- 
ance progfatos, and tiie independez^t Indian agency concept. The 
American Indiarn I*olicy 3Eteview Commission has i^entiffed several 
areas of c<Jncem and have developed recommendaiaons for the im- 
provement of the administration and management of Indian- affairs. 

W« hoi>^ ^ttt the hearings today toU assist both the committee and 
the e xe c u tivifr branch m identi'^rfn<y probleTTtg 51.TK ? . : 

'We vrouJd I9ce to acknowle'dge the conscientious efforts VwMch f3ie 
:-I>e|3«Ttn^nt and IBui-eau have xmdertaken in respondiztg to the com- 
mitteeV inquiries." The over^ght activities of the committee repres^t 
ait intensive effort to seerthat the needed changes are actually brought 
: about- We anti<nx>ate that these hearings toU constitute a^^pbint of de- 
parture for continuin^fonoT^p -with the I>epartmeut regardingmajor 
piPo5>lems which havcTbeen identified. This -diose coordination between 
the eommitteei its stasff. and the XtepiEtrtment and its staff is necessarv 
if ^v-e are not toloses^it of the objectives." * 
■^'"--ianT\, T vrouTd emphasize tl^ on the commi ttee are a 



Iiertsi ve ^mvostiiTfttive xroiOcwhenC^mgress jointly created th^ Ameri- 
can Indian P'olicyJReviewCSlnmi^ion- 

: Tlie first and only Tvitness thism^jraiog -will be Under secretary of 
the Interior, rFames Joseph. ~ 

' (105) 
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Mr- Ja?eplu I xvcnilil like to welcome yoti once aj^in to the committee, 

Isectiiat Mr. But!er iswith you- ^ 

So. if vou are rendv to proceed, then fxo ri^jlit alieaci* 

— Your prepared -statement tvill be placed in the record in its cntjre*/y. 

[The prepared statement of Mr. Joseiflv f oUows :3 

SXATT-MiE^'T OF IIO??- JAMES A. JOSEP^H, X7::CDKS SeCKHTAIlY, DePAKT^IEXX or TTIE 

TXTERIOn . 

Mr Cliainnan nJi<l iucmbers of tHe Commltce, appreciate tbe opportunity to 
ap*i>ear bofore you today to <Jisca^ tlxe **Bureau t>f Indian -A^fTairs Management 
Stiidv** wlii<rh was done at tUe direction of the American Indian Policy Keview 
Commission and conducted by Warren lUns: and Associates, Inc^ under tbe cbair- 
mansMl^ of Mr. A- T. Anderson, ■ • • 4' 

We bave reviewed tbe Manaprement Study in tbe conte^rt of tbe Commissuon s 
"complete reiK>rt and recommendations* witb particxdar attention to Cbapter Siac, 
'*irederal Administration of Indian Policy*** ^ , 

Tbiii I>epartment and tbe Administration are Xnlly aware of tbe unique status 
of tlie Indians as beneficiaries of tlie trust relatlonsbip owing: to tbem by tbe 
United States. We are fully committed to tbe fulfillment of tbat: trust in terms 
of protectin;r valuable Indian landf*, water» minerals and other natural resources. 
We are eqtially committed to tbe stron«rest possible development of tribal so vern- 
meats to assure tbat tbe soal of self-determlnatrion Is fully accompUsbed witb 
mennins: and stibstance- ^ ^ * ^ _ 

Xbo Bureau of Indian Affairs has been desipaated by law to serve as the or- 
jranizational entity^ in tbe discbarKe of a ma^or share of the trust respoeibOIti^ to 
the Indian people. It- is essential, therefore, that ajiy contemplated reorganiza- 
tion of the Bureau be undertaken with the €:oaI^f strengOaening: that vital 

^"oSe^Secretary myself and the Assistjmt Secretary for T n d i an AfTa'Ir s win'be 
working <dos^jr with the President and his Keorganizatlon OTeam to insure the 
mo*st effective administration of Tndian policy and programK. In this process^ we 
xrtU give considerable weight to the recommendations contained in the Manage- 

-mentStudy and in the Commission's Report. * ^ 

The Mana;:ement Study states that for more than ISO years American Indians 
have l>een critical of the services i>rovided by the XJnited States Covem mqatL It 
also indicates that repeated studies have identified deficiencies of the managCTaent 
of the Federal s^ystem as a leading factor in the distrust and dissatisfaction 
pressed so often by 'the Indian people, the Congress, and the public at large- The 
Study thus suggests that implementation of the managOTient improvement xee- 
" ommendations contained therein wlU lead to significant fina n cial benefits and also 
result in improved relations between the Federal Government and the Indian 
Community. 

We agree that many of the management problems Identified in lihe Stud^" con- 
tinue to exist- Thus, a priority concern of this Administration in its overall Be- 
organization efforts must be extensive improvement in the management of Tndian 
l>rogranis. Secretary Andrua^and I are both convinced that this can be don e in a 

; manner whl<i win make the Federal Government a leaner* more effici«it organi- 
-acation and also more responsive to Indian needs. 

However, we are aware of the challenges presented in achieving the se o bjeo 
tives* Xhour^ small in comx>aris<m to the total population of our coxmtry* the 

; Indian tribes are nonetheless spread from coast to coast,, and liice a wide variety 
of problems whi<ai are difficult to resolve. It would be a mistake therefore forus 
to rush into 55tructnred changes in"the Bureau of Indian Affair s w ithout careful 
plannlng^^We intend: to make major changes, but we want to Insure that they do 
not cause major interruptions in the ftow of services to Indian people, and that 
this true ;p^irit of self-determination is fulfilled by se eking active participation 

' i&t>m t±ie Indian conmiimity throughout this process. 

^ The litanagement Study proposes 23 spedfie recommendations for Improving 
management activities In the Bureau. In general they fall Into the three major 
categories: the budget process, personnel management, and management infor- 
mation* We are submitting a discus^on of recommendations^ which Indicates the 
. status of action already taken. Btowever, let me at this time comme nt briefly on 
' the rcconmiendations concerning the budget process and organization structure^ 
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xsi;t>gkx i*kocess 

In mv A-iew, tlie seven xeconiineu<iutions covering the. Bu«axi^ budget process 
coi-sUtutfj SL i5i£:nificant portioi>"i>t* rlie study- Two wry importimr ideas underlie 
these- r€?commenda.tions* ^ , ' -^^^ ^ \u ^ * 

The liret idea is that progaram effectiveness would improye rf hudset decisions 
were on long-range planning:. The study suprgests that Bureau ptannxng and 
I>ud;reting functions be merjrea. It also recommends that ^bol mvolvement iu 
mjs. budget formulation be bused on local comprehensive plannm& I a^ee that 
th*- relationship l>etT.veen planning arid budgeting needs to be strengthened* 

The -^^econd major idea in these recommendations is that ^c budget process can 
■^F^aitered to increase the opporcixnities for Tribal Self-J>€texrmination-. I feel 
there is considerable potential for ix^g tribal involvement in the budget process 
as an instrument of Self-Determination, and I am currently working with the 
tribes and the Bureau to e:xploi t this" potential fully. 



OirGAJ^^ISSATlOrC STRTJCTXTRE 



In. our view^ the most important aspect of the Management Study pertains to 
the orga^is^ational structure o^ the Btireau. It charges that the present structure 
results in excessive administrative costs^ slow decision malang,, and. poor com- 
munications both within the Bureau and with the respective tribes* The Study 
particularly singles out the ai-ea. officres and indicates that they are a major fac- 
tor in the failures of the Bureau- - - L.- ^^^^ 

To remedy . the situation, the Study proposes a new orgamzational structure 
for the Bureatu Area offices astthey now exist would.be eliroinated^and replaced 
li^v re'^ionnl service tenters. The role of Agencies would be expa:nd,ed to that of 
local <en-ice center^?- with increased authority and responsibility,' Functional 
authoritv for specific program operations would flow directly from the< program. 
managers in the central office^ The primary .function of the regional service cjm- 
ters would be to provide administrative support and- technical assistance to the 
local service centers and special projects- _ 

Although this Administration has not yet formulated a specific new organi- 
zational structure for the Bureau, we completely agree that in order ^oj^^^^^J^ 
carry out its trustee functions and "to fully implement Bublic I>aw 9S-63S the 
Bureau must organize itself for a new primary role as a. techn?^cal assistance 
a-'ency We also agree that (I) administrative overhead can and should be 
reduced so that more funds are avaHablfe for programs in Indian communities ; 
ma^mmn decision making authority" sSbould exi^st^ at; the local agency or 
. <^ervice center level; and (S) intennediate- levels of activity whi<ai constn<^ 
the flow of services and slowdown -d^^fci^on m akin g should be streamlined and 

eliminated where not justified- " - " ^ I ^ . , ^« 

The one area in which we ne^d additional interpretation by those who con- 
ducted the <5tndy is in the- recomroendation that the supervision of functional 
profrram activities in the central ofBce should be strengthened .and more effec- 
tive monitoring evaluation and audit activities must be achieved. We wonder 
if it is not-inconsistent to recommend a stronger reporting line to the central 
office while at the i^m-er time advocating greater decentraliisation through tnbal 
control. We know Sat those^ who conducted the Study have ;^ven considerable 
thought to how the Bureau can achieve this delicate balance /so we will need to 
seek additional comment from thencn * . ^ ^ - ^ . .? -c.*.-^^^ ^v.^ 

We are impressed by the thougjit which has been given in the Study to rne 
overiill objective of improving the effectiveness of :the BureaiR of Indian Affairs. 
The first imi>ortant decision made by the Secretary reflected one of the recom- 
mendations of the Study as moved -immediately to upgrade the position of 
<-ommissioner of Indian^ Affairs: to thij of As&staht Secretary or the Interior 
'^for Indian Affairs. This is more tharr^ symbolic change in title. means tnat 
the head of the Bureau will be a xnemt^er of the X>epartmenrs p«icy_team and 
win participate in all i>olicy deliberatioxjs/ He will not be restricted :simply to 
policv decisions whicii have direct and obviotis impact on the Indian Community. 
-For example; he will now have a <daan<:e for an input on decisions which govern 
the operations of the Bureau of Beclamation. the Bureau of r»and aianagement, 
the ^Cational Rark Service and other Bureaus whi<ih have often been in con- 
flict with the objectives of the B\ireau of Indian Affairs. ^ 

With rejrard to the recommendation to^eliminate the area officef^. we are avrar^ 
of the exten*5ive criticism aimed at these offices and agree that fundaraental 
rather than cosmetic changes are needed. We intend to make those <ihang^ 
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However, tJie trai2Sf er of tliese Amctions to tbei central office ^^n^ regional axicl 
local service centers will require dlet«?led> planniTig in order to insixr^ tbiit the 
transfer occurs witli xninlmal^^^terr notion of essential services- 'W^-snxist: care- 
fully consider tiie ability of tlie central office to respond, directly ajad ^flfecti^ely 
' to tbe needs of eacdi of tlie SO local ag^encies and tbe more tli9n '^<K> tribal units 
wliicib tbey serve^ We are well aware that tbe closure of some offices would af- 
fect local personnel and economies and tbis will be an important consideration. 
We will consult <dosely witb tbe Committee and members of Con^f^'^ss as'^to 
tbe^ impacts / 

Tbe PV>licy Review CSommission beld extensive bearing in Indian country 
and its Endings and recommendations reflect tbe expressions a broad 
m'^nt of Indian people. Indian tribes were offered an opportunity to comment on 
tbe draft of tbe finaL -report- We stron^rly reiterate our intent to listen, to and 
involve Indian people before any major decisions tbat affect tbeni are niade- A^s 
a firssit step» we would gn^eatly appreciate Xbe Commission's slJafi^S us tbe 

. comments received on tbe Management Stiidy portion of tte Biex>of*^ 

im:m:e:mjeisxXtio2^ * r 

Sotb tbe Study and tbe Commis^on*s Report eacpress concern ^*or proper fol- 
low-up so as to inj>ure iJoat tbe needed improvements in Bureau management 
^occur- We sbare tbat concern and assure tbe Committee tbat it is our f^^H intent 
rbat proper followup will taize place. To accomplisb tbis^ we pl^n to talce tbe 
following actions in tbe near future to gnide us in implementing tbe ixnprove- 
ment£: envisioned by tbe Stndy. . 

]Pir25t» a taslc- force will be appointed to work directly wltli^ tb^ XJnd^^ Scjcre- 
tary and tbe Assistant Secretary for Indian Affairs in rebr'ganizing tb^ Bureati. 
^ Tbey vtrill bave direct access to tbe Secretairy tbrougb tbe tJndef Secr^^^^jy and 
will be cbarged witb advisory, responsibility for effecting tbe xo^nageinent 

• provements in tbe majbr areas covered by. tbe. functional report 55ecti'>n of rhe 
Study^ as well as otbers wbieb znigbt be identified as tbeir acti^^^ty progressist 

The composition of tbe task force is nofyetjset, but it wiUr in^a.tide' sev^^ml rep^ 
resentatives^l-from tbe Indian community, experienced organlzatipnal ^nanage* . 
ment 'experts from^tbe ^rrvate sector and at least-two senior tafl^agc?*^nt offi* 
cials within tbe Bureau ;who bave ^a proven record of axnicable "^"orl^^g rela- 
. tionsbips witb tbe^ndian Conmixmity* - 

Second* tbe Office of tbe Secretary will assume an overall^ rol^ in a. <^ontinn^ 
ing review of tie recommendations of tbe JPolicy Keview Gommi^^iotu .^^d par- 

• ticularly those aspects relating to tbe future organi2:ation and str^xcttii^ ^f /the 
Surenu* I^ecognizinir tbat my day-to-day responsibilities and tboi*^ of tb^ Asfii^^t-*^ 
ant Secret^jtry of tbe Interior for Indian Affairs will preclude .our p^vidlng^ 
full'time -direction to this effort, a Special Assistant to ,tbe XJ'^i^^r'' Secretary 
will be appointed to assist us in coordinating tbe worlc of the tasK forc^ ^Jid the 
overall planning for tbe reorganization of tbe Bureau, ' 

Third, the implementation of tbe reorganiaition of field op^«^tioni*/^ll he^ 
nnder tbe direction of tbe Ajssistant Secretary for Indian Affair assisted hy 
3>epartmentxil personnel from a "variety of areas. ' 

Fourtbv:*tbe Assistant Secretary for ProCTam, Budget and Admi^^strn^Jon will 
provide staff support for tbe planning and implementation of all d^au^res in the 
budget pr(>cess. ^ ^ " ' 

Fifth, the Assistant Secretary -foic Indian^ Affairs will He a nif^in^er of the nd* 
^isory' Task Force on BTA Reorganization and will exercise overall ^'esponsibillty 
for implementation of Secretarial policy, but a primary initial re<5p<^nsibnity T-vill 
to insure tbat there are no interruptions in present services wb^^^ reorganii?^.*' * 
on is talcing place* ' 

Siixtb. tbe implementntinn prpcess will include direct invoKetnent by tbe Sec* 
retary. as well «s myself and tbe Solicitor*^ 'V\''e will be workintr ^ith* A^istnnt 
Secretaries and othi^s in tbe OfSce of the Secretary to give renewed att^^tiou to 
Tnrlian Affairs as a major depart-mental priority. This is a commi^f^ent U^^^ 
affirmed to nil of tlie 3ureaus in the I>epartment as well as to Indian tr^^^es 32nd 
rJie American public 

Seven, we will-^continne to use'^he TVIanagement Study to /help n^cbieve i^anni^^ 
mcnt improvometits in tbe BuT-enu. We vr^cnimiy:^ that tlic* Study did not nntici- 
l>are or recommend-^be completion of reor^muis^tion immediately. Sufl5cj<*'^t plan- 
ning must be done to insture continued services. But we are oonvin^^<3 thii^^ n g^^n* 
nine rather" tlinn o<^sm*>^tic reorganisation is long overdue and we pl^^ to i^ove as 
expeditiously as possible. 
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'Bl&iU intend to consult regrularly witb tlii?5 Committee and its staff as 
seek together to insure that tlae major Federal agency serving: Indian people is 
majoased in nnch. a way as to serve tbe l>est interests of its constituents, 

JOurin?? liis several interviews witli tlie Secretary and mys^f , tlie Assistant Sec- 
retary of tlae Interior for Indian Affairs designate expressed his strong belief thtit 
a well-planned and execmted reorganization of tlie Bureau ve-as an absolute neces- 
'^ity order to fulfill our Nation's moral and legal commitments to the Indisin 
people. I pleased to assure this CJommittee that -we have his full support lu 
the action proposed. However, it should be Tmderstood that until we have an As- 
sistant Secretary confirmed and in place, it will be difficult to unaertake the re- 
forms the American Ind5an I»ollcy Review Commission proposes. . 

STATEMElffT OF JAMES A. JOSEPS, TIHDSR SECRETARY, DEPAET- 
MEKT OF THE UnTEitlOE, ACCOICPANIEB BT RAYMOSP V. BTTT- 
XES, ACTHTG- DEPXTrS" C0MMISSI02JEK, BIA, BEPARTBLtlNX OP 
THE USTTEBIOE 

Mr. ,TosEFii- Thank you, Mr. Chairman. We appreciate tlie oppoi-- 
-ttmily to appear before you. today to discuss the Bureau of Indian Af- 
fairs management study -which -was done at the direction of^ tiie 
^American Indian Policv Review Commission and conducrted by Wax-- 
ren King & Associates, Inc., under the chairmanship of Mr. A- T. An- 
derson. . ' . V 

I have brought Tvith me Mr.-'-Kay Butler, who is Acting I>eputy 
Commissioner of the Bureau of Indian Affairs. After I have com- 
pleted my prepared statement vce will be pleased to answer questions- 
As far as questions that relate to the present and fiiture, X will 
be pleased to answer those myself Mr. Bntler will. Questions that 
relate to the past performance of the Bureau, of Indian Affairs can be 
answered bv people in the audience whom I would be pleased to c^ll. 
Chairman. Abottrezk- "We do not have time for those, fljaughter. j 
Mr. JosEr-ir. We have reviewed the management study in the_conte3ct 
of the Commission's complete report and recommendations, with par- 
, ticular attention to chapter six, "Federal A.dministration of Indian 
' 2?olicv-" 

Xhis Department and the administration are fully aware of the uni- 
que sta,tus of the Indians as beneficiaries of the trust relationship owing 
to them bv the United Sta.tes. We are fully committed to the fulfilJ- 
ment of tliat trust in terms of protecting valuable Indian lands, water- 
minerals, and other natural resources. We are equally committed-"to 
the strongest possible 'development. of tribal governments to assiire "tl^=»J 
the ^ai of self-determination is fully accomplished with meaning and 

substance. - . t^ t ... 

The Bureau of Indian Affairs has been designated by law to seTT:-e 
as the oriranizational entitv in the discharge of a major share of the 
trust responsibilities to the Indian people. It is essential, therefore, 
that anv contemplated reorganization of the Bureau be undertaken 
with the <roal of strengtherung that vital function. _ ' 

The Secretarv, myself, and the Assistant Secretary for Ij:--dian. Af- 
fairs will be working closely with the President and his reorganization 
team to insure the most effective administration of Indian policy^ and 
programs. In this process, we will give^ corisiderable weight t6 the 
recommendations contained in the management stxxdy and in the Com- 
mission's report. > 

TS! ^S , 
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The manajremont study states that for more than years Ameri- 
osin Indians have been critical of the services provided by the XJ-S. 
Government- It also indicates that repeated studies have identified de- 
ficiencies of the manai^enicnt of the Federal svstem as a leading: factor 
in the distrust and "dissatisfactior expressed so often by the Indian 
people, the Con^rrcss^ and the piiblic at larrro. The study thus sii<2:£2:ests 
tliat implementation of the nianao:ement improvernent recomrnenda- 
tions contained tlierein will lead to si£niificant fim^ncial benefits and 
also rcsiilt in improved relations between the Federal Government 
and the Indian common icy. 

'Wo afZToe that many of the manai^rement problem^? identified in t]ie 
stiidy continue to exist. Thns* a priority concern of this^ adrninistra- 
tioii in its overall reor£rani5?:ation efforts mnfrt be extensive improve- 
ment in the mana<rement of Indian proirrarris. Secretary Andrus and 
I are both c^^nvinced that this can bo done in a manner which will make 
tlic Federal Govcmment a leaner, more efficient organiz^ion and also 
more responsive to Indian needs^ ' * 

Uowev^er-. wc arc aware of the challer^^^es presented in achieving** 
these objectives. Tlion<2:h small in comparison to the total popi:lation 
of onr country, the Indian tribes ^vo nonetheless spread from coast 
to coast and face a wide variety of problems which are difficult to 
resolve. 

It, wonld be a mistake* therefore, 'for ns to nish into stnicfured 
chan>res in the Uurean of Indian Affairs without careful pi anninrr- TTe 
intend to make major chan<]rcs, but we want to insure that they do not 
cause major interruptions in tlie flow- of services^ Indian people* and 
tliat this true spirit of f^elf -determination is fulfilled by seeldnor active 
participation from the Indian community throu<2:hout this process.- 

The mana^rement study proposed 23 spccifijc recommendations for 
improving raana«:ement activities in the Bureau* In grenerah they fall 
into three 'major cat e<rories: the budiro^t process; personnel manajre- 
ment, rmd manairement information. TTe are submitting- a discussion 
of recommendations^' which indicates the status of action already 
taken. However, let me at this time comment brieflv on tlxe recom- 
mendations concerning the budget process and then follow with com- 
ments on the orsranization structure. ' ^ = 

Tn my view, the seven recommendations covering the !Bureau*s bud- 
get process constitute a signiificant portion of the study. Two very im- 
portant ideai? underlie these recommendations.. ^ ^ 

The first idea is that program effectiveness would improve if bud- 
get decisions were based on long-range planning. 'The study suggests 
that 35ureau r>lanning and budgeting -fuTi^^ions be merged. It also 
recommends that tribal . involvement in I3lA] budget formulation be 
based on local comprehensive planning. I agree that the relationship 
bet ween planning and budircting needs to be strengthened. 

The second major idea in these recommendations is that the budget 
process can be altered to increase tlje onportunities for tribal self- 
determination. X feel there is considerable potential for usinir tribal 
involvement in the budget process as an instrurnent of self-determi- 
nation, and I am cnrrently working with the tribes and the Bureau 
to exploit this potential fully. > 

!?s ow I want to comment on the organization structure- 
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In our view, the most importssiit aspect of the management study 
pertains to the'orijanizational <5tructux-e of the Bureau. It charges that 
the present structure results in excessive administrative costs, slo'sv- 
decisionmaking, and poor communications; both -within tlie Bureau 
'jpsul -vrith. the respective tribes. Hie study particularly singles out the. 
area offices and indicates that they are a major factor in the failures of 

the Bureau. - t 

To remedy the situation, the study proposes a new organizational 
stnicture for the Bureau. Under this new proposal, area ofEces as tliey 
now exist would be eliminated nnd replaced by. regional service cen- 
ters. The role of agencies would be expanded to that of local service 
centers with increased authority and responsibility, Fimctional au- 
tiioritv for specific program operations would flow directly from the 
program managers in the central office. The primarv function of the 
rcci^nal ser\nce centers would be to provide administrative support 
and technical assistance to the local service centers and special 

projects- - - „ \ 

JUthough this administration has not yet formu lated a specific new 
organizational structure" for the Bureau, wc completely agree that on 
order to cffectivelv carrv out its trustee dhmctions and to fully jixijyle- 
ment Public Law'-SS-GSS the Bureau must organize itself for a new 
>prinmry role, as a teclmical assistance agency- - 

"VVe also agree tjiat : ' , , t It ^ 

1- Administrative overhead can and should be reduced so that more 
funds are available for programs in Indian cornmunities ; 

2. Maximum dacisionmaking authority should exist at tlie local 
agcncv or service center level : and _ ^ 

^Z. intennediatc levels of activity which constrict the flow of serv- 
ices and slowdown decisionmaking should be streamlined and even 
climinaterd. where not justified, - . , " , 

The 0ie area in which we need additional interpretation by those 
who^ c€»riductcd the study is in the recommendation that the super- 
visioTE of functional program activities in the central office should be 
sstren^hened and more effective monitoring evaluation and audit ac- 
tivities must be achieved. 

■^e wonder if it is not inconsistent to recommend a stronger report- 
ing line to the central office, while at the same time advocating greater 
decentralization through tribal control. know that those con-- 
diicted the study have'given considerable tliought to how the Bureau 
c#in achieve this delicate balance so we will , need to seek additional 
<<ommcnt from them- _ - - j 

I We are impressed by the thought which has been given in tne study 
i o the overall obioetivc of improving the effectiveness of the Bureau of 
iTndian Affairs. The first important decision made by the Sccretary 
■rcflccted one of the. recommendations of the study as wc moved -im-. 
mediately to upgrade the position of Commissioner of Indian Affairs 
to that o*f- Assistant Secretary of the Interior for Indian Affairs. 

It is important to point out this is more than a symbolic change in 
title. It menns that the head of the Bureau will be a member of the 
T^epartment's policy team and will participate in all policy delibera- 
tions, lie will not l^e restricted simplv to policy decisions wliich have, 
direct and obvious impact on the. Indian conrrnunity. For example, he 



Tczll now have a chance for an input on decisions "which govern the 
operations of the Bureau of lEleclamation, the Bureau of Land Man- 
agement, the 2^ational Park Service, and otlier bui^us, which have 
often been in conflict with the objectives of the Bureau of Indian 
Affairs. 

"With regard to the recommendation to eliminat-e the area, offices* 
we are aware of the extensive criticism aimed at these offices, and agree 
that f xmdamental . rat her than cosmetic, changes s re needed. We intend 
to make those changes- 

. BCowever, the transfer of these functions to the central office and 
re^onal andi local service centers will require detailed planning in 
order t<^insure that the transfer occurs with minimal interruption of 
essential services. We must carefully consider the ability of the central 
office to respond directly and effectively to the needs of each of the 
SO local agencies and the more than 400 tribal units which they serve, 
TTe are well aware that the closure of some offices would affect local per- 
sonnel and economies and this will be an important consideration* 'We 
will consult closely with the committee and Members of Congress as 

to these impacts^ 

The Policy Review Comnriission held extensive hearings in Indian 
country and its JSndings and recommendations reflect the expression^ 
of a broad segment of Jndian peopTe* Indian tribes were offered an 
opportunity to comment on the draft of the final report. TV^e strongly 
reiterate our intent fo listen to and involve Indian i>ebple before any 
^'^major decisions that affect them are_rande. A? a first step^ we would 
^greatly appreciate the Commission's sharing with us the comments 
^received on the management study portion of the report. 
\ Chairman Aboxtrezk* i^t me interrupt. I think we provided all of 
that. . ^ 
\Mr- ^TosEr^iT, T[ will have f o check it. It was hot my understandinir- 
Chairmah Aboukezk. I asked the staff about that this morning. Thcv 
' giiid we did.^If not^ we will certainly be able to. ^ 
"f ySci:;^^ Thahkyouverymiicli, Mr. Chairman. - 

. Finally^ I want to conclude with a word about implementation of 
the recommendations. ' . \ [ ^ - 

Both the study and the Commission's report express concern for ' 
proper followup so as to i nsu re that the needed improvements m 
Bureau jnanagement occur. W^e share that concern and assure the 
committee that it is our full intent that proper followup will take place. 
To accomplish this, we plan to take 'the following actions in the -near 
dfuture to guide us in iniplementing the imi:)rovements en\^soned bv 
the study. " / " - \ 

Firsts a task force will be appointed to work directly with^Vlie TJri^er 
Secretary and the Assistant Secretary for Indian Affairs in reorganis- 
ing the Bureau. They will have direct access to the Secretary throuirh - 
the Unde^r Secretary arid will be charged with advisory. responsibilitvX 
for effecting the management iifiprovements in the ma^or areas covere<l \ 
bv the functional report section of the study, as well as others^ which 
might be ide^itified as their activity progresse^^ 

The composition of the task force is not yet set. but it will include 
several representatives from the I^^ communitv. experienced, or- 

ganizational management experts from the private sector, and at least 



t wo senior mana«:einent officials witliin the Bureau who liave a. proven 
record of amicable working relationships with the liidian commiimty. 

Second^ the Office of the Secretary vrill assume an ^overall role in a 
continuing: review of the recommendations of the I^olicy IRe^aew Com- 
mission, and particularly those aspects relating^ to the future or^2:a- 
nidation and structui-e of the Bureau. Recoo:ni2iiig that my day-to-day 
responsibilities as Under Secretary and those of the Assistant Secre- 
tarv of the liiterior for Indian Affairs will preclude ojxv providing full- 
time direction to this effort^ a special assistant to the Under Secretary 
will be api>ointed to assist us in coordinating the work of the task 
force and the overall planning for the reorganization of the Bureau. 

Third, the implementation of the reor-ganization of field operations 
will be under the direction of the Assistant Secretary for Indian 
Affairs assisted by departmental personnel, not only from the Bureau 
of Indian Airairs^but from a variety of areas. 

F'ourth, the Assistant Secretai-y for Pix>gram< Bridget-, and Ad- 
niinistration T^ill provide staff support for the planning and imple- 
ji^enr at ion of all changes in the budget process- 
Fifth, the Assist<int Secretary for Indian Affairs will be a member 
of the Advisory Task Force on*BIA Keorga^zation and will exercise 
overall responsibility for implementation of secretaidaLjpolicy, .but a 
primary initial responsibility- vrxl\ be to insure that while reorganiza- 
tion is t4SLking place, the x-e are no interruptions in pr^esent^^^&rvices while 
reorinxnizatiori is taking place. - . ^ - ^ 

Sixth, the implementation process will include'direct involvement by 
the Secretary^ as well as myself arid the Solicitor- TSTe will be working 
with Assistant Secretaxnes and others in the Office of the Secretary to 
irive renewed attention to Indian affairs as a major departmental: 
priority. This is a commitment we have affirmed to all of the bureaus 
in the * Department as well as to Indian Jtx'ibes axid the American 
public..: / — „- 

Seventh, we /will continue to use the manajrement stxxdy to help 
^achieve management improvements in the Bureaxx- TVe recognize that 
the study did riot anticipate nor recommend the completion, of reor- 
^ranization immediately. Sufficient planning inust be done to insure 
continued services. But we are convinced^ that a genuine, rather than 
cosmeti'i^r reor^panization,' is long overdue and we plan to move as ex- 
peditiously as possible. ■ - . ' . 

Eighth-Twe xnteixd to consult regularly with this committee and its 
5taff ^s we"^seefc together to iijsure that the ma^or Federal agency serv- 
^ in^r Indian people* is managed in- such a way as tO' serve the best inter- 
ests of its constituents. " 

. Dxiring his several interviews with the Secretary and myself ^ the^ 
Assistant Secretary of the Interior .for Indian Affairs designate ex- 
pi essed^his strong belief that a well-planned and executed reorganiza- 
tion «f the Bureau was an absolute necessity in order to fuUSll our 
Nation's moi-al and legal commitments;, to the \3jtxdian x>eople. 

I am pleased to assure this committce'that we have his full support 
in the action proposed^ However, it shotdd be understood that until 
ha ve^, an; Assistant Secretary confirmed and in place, it will be 
diffictdt to undertake the reforms tlie American Indian I^ohcy He- 
view Commission proposes^ and the reforms that the Secretary and. 
I are committed to, " 
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Mir- Ohairmaxi^ ttiat concludes my prepared statement. At this point 
I would be-pl«3sed to answer any questions. 
Cliairman An o UAUiizjb: ^ 3MCy first question is this. 

Is your last paragraph ^aown as subtle pressure to get confirmation ? 
ilr. J6sE3Ps:- Hie last paragraph, ]\fr. Chairman^ is known as ^•real- 
ity affirmation." 

pLaugJiter.] • ^ 

C!hairman Ajbotjkezk- ]Vlr. Joseph^ in my short tenure in dealing with. 
Tnfl i^Ti iffrff a^T ^ xyi fhTTi the Congress, there have been numerous efforts 
at reorganization, most of them cosmetic and most of thenr holding 
out great promises. Tt is my personal opinion that it appears that you 
are pr<^ared— and I emphasize the word ^*prepared'' — -to go further 
than any other ad/rdnistration that I personally haye dealt with. 

I want to get in a couple of questions alpng tiiat line and try to 
distinguish between somebody being prepared to do something and 
someone actually doing it. ^ 

TVe have had testimony before this committee from f oxrner E^IA. 
employees, : in addition to the niany conversations I have had with 
former BIA employees, who say — and I ^uess the best way to desqr^be 
it is this — that the area directors, ever smce theii: irise to power^ have 
always piracticed. what is noT^ known as ^survival nianagemerit-*' Tliis 

is not ^^Tr^rt^i^rr m^irt^m^m^r^t^^^ but >^yT*\*iTrAJ Tna^Ti5t.crf^ment^^ and^Sur- 

vival of t^eir own power centers. " 

It works someth ing like this, according to the>-d^criptiQjis given 
to this committee. TV^enever there are any complaints or criticisms^ 
hy Indian tribes of the ^rea directors themselves and their failures* 
an^effbrt to maintain themselves is made. The area directors will ber 
gin to withhold Fedeixil funds toiitiose tribes which decide to undcx-- 
take the criticism' of the area diit:tctors r 

- Once^they are brought in line by the withholding of funds or the. 
tlireat of that, then it is "business as usuaF^ which means hardly any 

^business at all. - - —.^ - 

^or those tribes who support the area directors, rewards are handed 
-out ; that is, ^uick approyaQ of projects for funding and so oni V , 
So the criticisms have always been sort of underground criticism 

^that never surfece in an official way. ^ . . V 

I imderstand that you have to make a plan, and you have to have 
certain preparatioris, because none of tKis can be done overnight or 
abruptly. But I am wondering if during that tim6^ the longerXthe time 
it takes, will it not become increasingly difficult to imdertake\;he real 
reorgardawition by virtue of the fierce'politicking that will^^go. on by" 
the area directors and their efforts to obtain support of the tribes for 
retention of the present i^stem? ,And, in addition^ supi>ort in opposi- 
tion of anx kind of • reorganization which would diminish the area 

^^directors^ power?, I assmrie you have thought about that. Do you have 

* anythiiig in mind that might overcome that particular opposition 
Mir. J oseph:. Mir. Chairman, what you. say is certainly true in a num- 
ber of instances. In^^ bureaucracy ot 18,000 people. I suspect that you 
could repeat that time and tiipe again. 1ji the Bureau of: Indian Af- 
fairs, it iis probably even more so than most bureaucracies, but it coiild 
happen in anv bureaucracy^ ^ - v it 

^Bureaucracies have their own built-in mome ntu m^ That momentum.'^ 
resists changes very often to that bureaucracy. TVe recognize the diffi- 

dilt\-. The same thing is said, of the I>epartment of the 3&iterior 'which ■ 
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you Iiave just said of tlie Sureau of ^Indian -A^ffairs. There are people 
\viio have told me that it would be a waste of time to try to change 
Hi at bureaucx^cy because of the built-in resistance^ 

I have no assurance that I can offer except that wc are seriously 
coxoniitted to do that. The management stj-le that tlie Secretary and I 
practice^ will indicate that wherever we find tliis resistance we will re- 
move it immediatx-^ly. 

As far as manifestations of that resistance in concrete per-sonalities- 
IS concerned, we have not yet been able to identify that so that wo 
would have a particular pei-sonr to move. But as we move into that re- 
organization, rf we find people resisting, we will remove them. 

Oliairman -Ajbottrhj^k. To indicate how serious you are aboxit this^ 
kind of reorganization — and I thinlc you have already committed 
yourself to changh^ the. area director system- — ^let me say this. 

Js it correct that you committed yourself to changing that down to^ 
a regional service center system rather than an area director system? 

lilr. JosE^HL J[ thinlc I had better make sure tliat I carefully under- 
i^tand. I do not want to have a lot of nervous people before we have a 
plan which is concrete-^ ^Laughter, 

Wo are committing ourselves to significantly changing the area di^ 
' rectors and the area office concept ^iround the cohcept that is proposed 
as we understand what you mean by ^•regional seirvice centers.'" - 

I am not .saying tlia,t 'we are immediately abolishing area, ofiices. The , 
technical assistance concept is tlie one tliat we propose to adopt. JVny 
field operation that we have should be around the concept of technical 
support and the seirvice center concept whic3i this committee has pro- 
posed. That is what we plan to implement. ^ 

Chairman -A^boutuszic. In tliat x-egard, v-ou state that decisionmakings* - 
authority would- — let me read-your exact statement : ^Olaximum deci- 
sionmaking authority should exist at the local agencj' or service cen- 
ter level.'' 

.It seems to me that does not change mtich if you leave the decision- 
making? authority at tlie upper levels Do you intend to allow the line 
aiithority to be retained at the service center level ? 

iXr. JTosEi^n* In this particular paragraph, I am agreeing with the 
recommendations of the committee with regard to. masimmn decision 
^ authority being at the lowest level, rather than the central control at - 
. the office, or particularly^ at tile area office. 

CJiairman Ajbotirezk. I think the Commission report talks about the 
local service center decisionmaking, not regional service center. 

!Mr. JTosEPXX. This is local agency. It is nr>t regional. This is not re- 
gional. ^: 

Chairman Aboxjkez:!?:. I see. You do not intend to invest line author- 
ity at the regional level, do you ? 

]Mr. vTosEFH. 2Sro; but let me say something here. There is proposed . 
in the management study called matrix system- of management, in 
whidi each person has his dual reporting relationship. ^ . 

]Mx% Cliairman,, that is one of the, areas in which I have some ques- . 
tiohs about the nature of organization. I have spent the last S years in 
the management of a large int-ernatibnal corporation with 20.000 em- 
I ployees. T firmly believe that Somebody has to be in charge and some- 
/ bocly has to be held accountable. I do not like the idea of diffusing tliat- 
accountability. - 
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When f;oincbody is obstructing: the policy of the Secretary or the 
Biu-eau, then I -want to know ^ho that person is and who to deal with. 
The-concept of having two bosses sometimes makes that very am- 
bisruoxis. , , 

So what I am sajdnfr is that I think there ought to be some anthonty 
down there so tiat you know who to hold accountable. ^ 

Chairman ABOxntEZK,*! cannot argue with that, I think that is a 
berterwav of doing things, 

I uhdei^tand that you are committed to adopting this regional serv- 
ice center. If Tou intend, then, to adopt this concept or proposal, you 
intend to change the area office concept to that regional center, is thei-e 
not a xerx simple and eas>' way to avoid the land of politicking that 
\vc» lx)th know will take place? Even though you have nor seen it, it is 
tliere. I understand from people I Iiavc talked with, that it is in a f un- 
ou?? pace rificht now. ^ i- • 

Ts there not an easier way to do that in immediatelv rehevmg area 
ilirectors of their authority to hand out money, to give rewards, or 
withhold monev and to offer pTinishment for tribes who either support 
or oppose their position? This. I hope could be done without disrupt- 
inir the sen-ices to the tribes. Is tliat not an easier way? . ,v 

Mr- Joseph. That is one of the' options that we. are certainly con- 
culerinir ancl will consider. I am veiy concerned not to cause any more 
corrfusion than there already is. I met with the area directors and I 
shared with them my concern anjl my basic commitment to the concept 
of re^rional service centers. Tliey understand what that commitm^^nt is 
and when we find. people withholding money and seeldng to puDish 
trir>^*s. we will deal wit$ them, 

Right now. I am not certain that adopting an overall policy yrbjcri 
says they will not handle any money will not hurt more than it will 
liolp.lliat ism v concern. ^ i xt. 

Chairman jVjiOCKKZK. Is there a way that the. tnbes wiil know that 
tliov no longer need to fear that system of reward and punishment? 

Mr- JoSErir. I am not sure, but I am ^villing to do whatever is nec- 
essary or whatever I can to communicate that, that is;:that we will not 
tolerate that. Wlierever it occurs, we would like to know. 

Chairman ABorREZK. I really think the wholtf effort is this. I have 
seen this happen before when the area offices swing into full activity' 
on maintaining their own position- 1 am not sure'that even the best m- 
tentioned people, as I know you are — ^>-ou and Secretary Andrus — 
can overcome that particular kind of lobbying- 

T have to sav that if von are really serious about it— and I happen 
to believe at this point that you are serious about it— then vou have 
to do something more than iust announce your intention to do it. That 
has been done 100 times before- There has to be some concrete way to 
show that you reallv mean business. . ^ - 

Mr. Joseph. I suspect that one of the ways to 'do that, Mr. Chairman, 
is to just set an example. If yon have some concrete information where 
this is being done, I would certainly like to have it so we can do that. 

Chairman Abothuezk. You mean you want to«set somebody down if 
that, should be the case ? ^ ^ ^ , T , 

Jlr. Joseph. You said that this is sromff on. I would Jike to know er- 
actlV where it is going on so I can deal with it. 
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Chairiaaxi Abox7K£zk. I caix put yon. ia i»ucli with people vrlio will 
. testifyjpeisoruBdlyastoli^ 

Chiairmaii Ajboxjtcezs^ I wonder, if at a very minimum, you woiild 
advise the Secretary to issue a policy statement indicating that is 
exactly what he intends to do^ I think -without that particular policy 
statement, ajad unless you make certain it is distributed to the tribes* 
without that kind of thing nobody is ^oing to be very sure* I think the 
firmer you are in this sort of thing, tne better off all of you will be as 
well as the Indian tribes themselves, 

I wonder if you would comment on that* 

3Ir. Joseph:. I need' the information you have and a better under- 
standing of the problem- As soon as I have that, I am qiiite willing to 
advise the Secretary to issue a poli<^ statement prohibiting the use of 
funds in a punitive way^ rather than m a supportive way. 

-Chairman Abotdtrezk* As .soon as these hearings are over, we will be 
. y -- able to sit down and discuss that briefiy with you. 
Mir. Joseph." All right. . 
. Chairman Abourszse;. What are your views on ^vin*r the Associate 
Solicitor for Indian Affairs independent r<=tferral authority ? 
- ]V£r. JosEi^BU lj3.dep«adent ref 
Chairman Aik^xjiikti^ Yes. ^ 

Mr. JosBPS. Explain exactly ^hat you mean there, -jdlease. 
Chairman Ajboxtreztbl. Well^ right now if he wants to refer any^idnd 
of a lawsuit de^din^ with the trust responsibiht^ the tribes,- it has 
to go .through lie Solicitor for the Interior Department. The compet- 
ing forces' within Interior sometimes prevent the^Solicitor dfrom refer- 
ring tJbat lawsuit to the J^iastice I)epartmentw 

So, the.interest of the triflbes is generally thwarted because of that. 
Now, if the Associate Solicitor for Indian Affairs had independent 
referral authority and could act as an advocate for the tribes: Would 
you be for or against giving hixd that referral authority to the Justice 
I)ex>artment, independently of the Soh 

]VJfc» Josephs Let me preface my -comment with tids comment. The 
Secretary has the trust responsibility for Indian affairs. He is the per- 
son tliat has to be held responsible. The Secretary's lawyer is the 
Splicitor^ The way in which we have chospn to operate the legal office in 
the Department oi the Interior^ which is the Sohcitor's office, is that he 
is the person responsible, for recommendation to the Secretary, whether 
it is for transfer to the Jiistice 3)epartment or not* 

The Solicitor, then, becomes the^adyocate. My position at this point 
is that is probably the best way for us to operate- 

I recognize the problems that we have had in the past. I think that 
the one tiKi-ng - we did to preclude that was to ;select a Solicitor who 
understood what it means to be an advocate for Indian afl^rs* The Sec- 
retary ijearly understands his trustee responsibility. 

I think it confuses and complicates the matter to have a sulbordinate 
solicitor being^ able to go cKxectly to other agencies without goih^ 
thTX>u^h the Solicitor. ^It is just, not good management practices. 

But^ I recognize the complications that are raised. That is why we 
selected a Solicitor who xmderstands that. 

Chairman Aboukezb:* May I ask some questions*, then-, about therf^ 
task force that you intend to appoint to assist in undertaking reorga- 

o 
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iii5:fitioii? Do you have any intention to brin^ into that task force any 
of the mana<^ement people Tvho conducted the Policy Eeview Commis- 
sion's management study ? 

!Mr. JosEPii. I do not know any of those people personally, ^Ir. 
Chairman. Certainly, as Tre look at^manasjement consultants and man- 
an^ement experts /who are Tvillin*r to volunteer their time, of xv^hich 
tliere are a limited nxmiber^ we want to look at those people* IBnt X ini^rlit 
add that in the last 7 or S years I have often been involved in the proyi- 
sion of management expertise and management or<rn nidation exT>erti5?e 
to nonprofit corporations. ]Most of those were southern nonprofit cor- 
I*>orations* X know a few people in the busine^ who are very crood at 
ma^aarement or^rani^SLtion. at least, intend to go to some of these 
I>cople to see if I can get them once again to volunteer their, tin le. 

Chairman Aboukezk. Can you give the estimated^time-^ frame witliin 
wliich you intend to undertake the rc^oi^gaiiizatiori ? 

Z\rr.^osEPiT- Mr, Chairman^ that is very difficult to do-, jiot the len?;t 
of the factors being the uncertainty about" when we will have somelxKly 
on board to head the organization that we are talking about re- 
organizing. 

But, X would like to think that some of tlieise things we can do pretty 
^quickly. Others will take time. I think one of the first priorities in the 
" reorgjiniz^tion effort is the a-rea offices^ Time and time again^ when I 
have talked, with Indian representatives, they have x>ointed to the 
area offices as' the problem. Qne of my major commitments is to doing 
that, first. I have no idea how long that wiH take^ fbut l am committed 
to doing it as quickly as possible. 

At tliis point I am in no position; until I can .get the task force to- 
gethoi* and until we can do a realistic assessment. Kut what X would 
like to do, however, is once the task force is set up, I would work out 
a timetable for rcorganis^ation with objectives and dates. We plan to 
do this on a "this and tiiis by a certain date" basis, I did not want to 
do that on my own. would rather have this task force in place and 
the Assistant Secret ai-y for Tnd inn Affairs on b^ 

Chairman AnounEzic. Do you have any^ idea yet who the senior 
^anairement officials within the Bureau will' be as members 5f that 
task force? . - 

' IMr. JosHrrr. Xo : X do not. I have not talked with any of tlie seriior 
management officials. X have a. couple of people in mv mind. I would 
rather not say who they nre at this point, but I would be glad to in- 
form the committee beforehand if you woiild like that. 
Chairman AnOTTiTEzK. Ti"e would appreciate 

r>o you have any idea who you will appoint as representatives in the 
Xndian community ? 

r^Tr. .TosEriT. Xo: but I would like to go to the major national or- 
gan illations and get somebodv vrho is involved. X would like nt leasts 
one person who was involved, in the American Indian Policy I^e view 
Commission. . ^ , 

Cliairman Akotjrezk. In the managejmcnt stxidy itself? 

IVIr. JTosKrir. Yes. 

Chairman -Ajboitke^k:. Wlio will be the Assistant Under Sec- 
retary ^ - 

ZVIr. Jbs-ET^Tr. Tlie Special Assistant Secretary or the Special Assist- . 
ant to the Under Secretary ? 

Chairman AnoiTirEZK:. ITes. 
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Mr- .TosETH. X do not know. We will start interviewing- soriietjody 
for that. I would really like to have somebody who has no ideological 
taint of aiiy kind, but who has management expertise. [Laughter.l 
Chairman Ai50xjRE2ns:- I would like to ask the staff counsel to ask 
a couple of te<dinical questions. 

2^Ir. Fu^ncE. ^Ir. Joseph,- one of the recommendations of the man- 
agement study in the report of the Commission was to set up a model 
regional service center, possibly in Denver, revamping^ the Indian 
T<5;hiiical Assistance Center out there- 

"VThat are your views about setting up that model regional iservicc 
center? How" soon do you think it could be done if you plan to do it? 
. ■ I saw that recommendation when I read the report. I 

d<> not know ejniougli about that center presently. X really need to find 
out more- Tlic report savs that it is -a model. I am not that familiar, 
with i^: I need to familiarize myself with it. That is my first step. I 
want to to-y to understand if it expresses what the Secretary and I are 
committed to. ^Ik 

I think it probably does, but I have not^ot had an opportunity to 
personally analyze its operation. As soon as we have had a chance to 
do that, then we can consider whether or not it is a model and whether 
or not it ought to be a model. 

Mr. Fttx^ivI:- X think the report points out that in its present form; 
itisnot amodeLbtit itcouldberevampedr - 

^Ir. -TosEPTT. Then the first thing is to make it effective. As long as 
it is out there operating as a center, we would like to. make it effective- 
2VIr. FTj:>rKE. I)o you plan to set up a model regional service center 
J ' at some point — ^whether it is in Denver — or do you plan on making 
across-the-board changes in all. area offices which v. ould become re- 
gional service centers? 

Mr- -Joseph. X would really like to move as quickly as possible to 
reorganize it all rather tlian*^ delaying^ the process by exx>erimentingr 
iirst with the model. 

Xf. as we get into a study of the functions of those area oflaces and 
consider what it means to "move into regional centers, there aije ques- 
tions and problems that we think we need additional time for study 
by-looking at a model- then we will consider that. 

'Rut my preference would be to develop an organizational model 
nnd to move that organizational model across the board rather thnn 
phasing it in oni"he basis of first doing a model. . 

. Mr. FtrN-Ki=L To what extent do you plan to clianire the budgetary 
process which is presently being used to develop tribal biidgetsj 
' Mr. JosErTT. The budgetary process is goin<r to be changed in a 
very comprehensive way by' the mere introduction of zero-based 
• buctireting- That is.<roing to be the vehicle by which I hope wo will be 
able-to deal with many of the problems that the Commission is point- 
jiia: to. 1, ■ , . - , , 

3rr- Fxjyr-RJi. X>c> you plan to stay with the band analysis type of 
budircting? ' " ^ _ 

^ ZVfrl JosETPiT- We plan to move to zcro-bnscd budgeting. As far as 
■ thot concept^fits into that. yes. But it really is a zero-based budget 
rather than a band analysis. ' _ 

Mr. Fr'^civE. One of the other recommendations was . that -there is 
not enough long-ranged p-P-nning in the budget process. There was a 
recommendation that a needs assessment bo done for each tribe. 
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TIThat plaiis does the I>epartmeiit have for condnctiii<r in-dopth 
xiceds assessments in the areas of social services, economic develop* 
ment, resource protection, and so forth? 

Mr. Jc^EPOff. I>et me comment first on the concept of planninjr. I 
could not agree more -with iJbe recommendation of the Commission 
that there ought to be a relationship between budgeting and plan- 
ning:. I^have to mate a distinction between the kin<l of relationship 
thflf can be, that is^ with T^egard to the Bureau's internal operation^ 
and the kind of relationship that there >can be with -regards to the 
total administration's budget process^ - " 

I happen to think that the concept of 5-year planning, where each 
annual plan is the first year^^of the 5-year plan, is a very good con- 
cept. It happens to be the'one that I am familiar with and the one 
which was used in the industry in which I formerly worked* I Iiap^ 
pened to believe that t^so can work'in the Biireau of Indian Affairs:. 

However, you recognize tliat in ^the 5-year planning concept, we 
have to try to fit that into the administrative process that is used by 
tlie-^administrationy in relation to Confirress and that sort of thing. 
^^ GBut^ in terms of pur own internal ability to forecast ^and our own 
' internal abilitr to anticijyate, I think the concept of 5-year planning 
is a very vali4 one. I would like to see the Bureau move to that con- 
^ ccpt. I would like to see that concept very much integrated to budget 
projection, just as the Commission recommended. I see no reason why 
-: we should not be able to do that. : * 

As far as the needs assessment is concerned, I think that has to^e 
an integral part of the 5-year planniiSg process* The; only --way in 
which we can plan is to know what the lueeds are presenfly and to 
be able to anticipate those needs. 

As far as economic development is concerned,^!. think certainly 
that is one of the areas in which I am most^^hcemed. There is nor 
f question of the fact that some of the tribes have resources. If those re- 
, ' sources are propoirly and adequately <Jeveloped. we will find that they 
will at least jfind an economic selfr-sufficiency that has not been there* 
TV^e are comm^tedXo tiiat. . ^^^'^ . *^ 
. Mr. FxT^TKDB. Thankyoii^.- 

Mr. Cox. With rggaifd to^recpmmendation ^o. 1 of the manage- 
ment study: Xhe-Jfepartment indicates that resources that are avail- ^ 
able outsi^-the BIA jurisdiction is the fact that it has never been 
propfsrly considered^ in the past in the development^of BIA program 
^^_^ahning. , / ^ . 

Is there presently a plan* to give increa5?ed authority or an in- 
creased role of the Assistant Secretary for Indian Affairs to im 
the interagency coordination of available resources? 

Mr. •Joseph;. TThere is no official plan at this point. The reorganiza- 
tion that we do has to be done in the context of the overall adnainis- 
tration of the reorganiz:ation effort* As we get into that overall reorgn- 
ni^tion effort in regard to other agencies, this is something we will 
discu55S. . ^ 

Right now I am only free to talk about those kinds of things that 
the Secretary and I can do in the context of the Bureau of Xndian 
'Affairs internal to the Department of the Interior. 

WJieii it gets to other agencies, tliat is something that we would 
have to deal with in the context of the overall reorganization of the 
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aclmimstration.- Certainly that is a point tliat we Wl keep i^anind^ 

Mr. Cox. I>o vou know ii the Joint Funding: Simplmcation A.ct 'wxur 
be ntilized more in regard to this kind of coordination in the future ? 

Mr, Joseph- It certainly is applicable. I cannot answer you- in terms 
of how it will be used because I do not know, what kind of reorgtfluza- 
tion will take place. But obviously, philosophically, as far as tUe As- 
sfistant Secretary, of Indian Affairs' position is concerned,^ if,-he is 
ijoing to be an effective advocate for the Indian commxuufcj;, then 
He has to be concerned about those programs outside of the Bureau 
of Indian Affairs that, in fact, are in the Indian community as well- 
Mr. Pakkek. Mr- Joseph^ during this Committee's oversigitt hear- 
ings on the Indian -Self ^ODeteimination Act's implementation, many 
of^the tribes identified fundamental problems they had with the con- 
rracting system. The Self-I>etermination Act authoi:ized the e3a>anded 
"authority of the I>epartment to contract directly with the tribes to 
deliver services which the I>epartment had formerly delivered, itself. 

During the oversiarht hearings, when the tribes testified to this 
committee- I would think it was„ fair to say that there w^ a coEusen- 
siis that a block grant system* somewhat along the lines of the revenue- 
^^harin*5 procrram, in their minds was far preferable and in their view 
would^go a^png way toward alleviating many of the problems? that 
thev had experienced with the- contracting: system. 

l3o vou have any" views regarding such a proposal? ' 

Mr. Joseph. For one, we have some of the funds that are commit- 
ted through the Bureau of Indian Affairs for specific purposes. We 
-have to follow congressional mandates with regard to some of those 
specific purposes. 

As far as a block grant system is concerned, when we get mto zero- 
based budgetiair and when we try to implement it, at least our present 
look at the budget on a tribe-by-tribe basis, we would be doing some- 
cliing like that. : 

But as to whether or not you can simply have a revenue sharmg 
and block grant across-tJie-board, I do not think that is possible un- 
der the limitations which we are presently operating imder. 

Mr, Fakker. My question presupposed that the Self -Determina- 
tion Act be amended to call for grants -instead of contracts under- 
rhat particular provision — section 106 — of the law. I think it presup- 
poses that, the act. could be amended to the grant system in lieu -of 
the contract system. I think my question went to that. 

Mr. JoSEPBC. All right. . _ , . 

My experience in making commitments to provisions I -have not 
- seen has not been very good- ri>ai^hter.3 

What I would like to say is that the concept sounds like" a good one. 
Until I see the amendment and the provisions, I cannot really say 
whether I would be in favor of it ornot. 

Mr. Farker. Thank you. 

Chairman Aeotjkezk. Mr, Joseph, when Secretary Andrus was 
being confirmed before the Energy Committee, he was asked a ques- . 
tion along the lines of whether or not he believed in the Bureau of 
Indian Ajffairs becoming a separate agency outside of Interior. His 
• x-esponse, if vou recall, was «flon^ the line that if the ' Indian tribes- 
supported that, he would support^t as well. He said that a number of 
times, in fact- ■ - 
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As yoii Tv-eU know, the America^i Indian PoHcy Review Gommi^ 
report recommends that. That i-ecbmmendittion, along with the others 
in the report, of course, .«rere rtm by all the tribes for comment. That 
- was. overwhelmingly siipjported by the tribes, that is, the concept of a 
separxiJto agency, 

- -.Aro yon in a position now to state whether or not yotr-will work 
toward making the HIA a separate agency ? ' 

^^Ir. JosEr-u, ^Ir, Chairman, on that point I said at^jthe-outset^iat- 
some' of the recommcixdations had to be seen in the context of the- ad- 
ministration's overall reorganization effort. The idea of a separate 
agency is one of ^ose. I cannot unilaterally make a com m it ment' bo- 

- ^ cause there are a^tmiber of other factors in this. 

TThe^n we>get 'tq the ov^er^Uuceorganization of the Department of" 
the Interior and human resources in the admimstration's approach to 
reorganization, that is certainly one of the things that we will probably 
bc considex*ing. -* 

. Other than'that, I cannot make-a commitment at this point. We cer- 
tainly, want to know^ whai! Indian community thinlcs. and we 
liavc begun to hear that. JBi.itT at the same time, we^^haye to see how this 
fits into the administration's overall reorgani^iation effort. 

Cliairman Abotjrezk:- Are you saying that, even though you intend 
to r€sorganize the Bureau of Indian Affairs, along whatever lines, tliat 
you will be unable to do_that until the administration moves on ^ 
administration wide basis ? v.' 

Air. ,TosErir- N'o. \Viiat we- are saying is that we are committed 'to- 
do what"vwe__can to make thc;- Bui-eaii of Indian Affairs as effective as 
we i:ran witliin the I>epartm^ilt of the-Interiox\ which is tiie only man- 
date we ha^■Je -i^^gh*v^pw. That is the responsibility we can assume. 
"Wlicn it getg. to tmouestion of whether or not *it is to be a separate ' 

- agency, that is Something that will be seen in another context and will 
be studied and anh-lyzed in other contexts. We do not intend to wait 
until it happens-_Wje intend -to' move as soon as we can. . 

^ -I woiilcl say that at the first moment we have an" Assistant Secre- 
tarji the next step, would be to appoint aii advisory, task force and 
convene that task'force and develop a plan for reorganizing the Bureau 
of Indian Affairs. _That is how' I would like to move. 

It may be sometii^e before the overall administration's reorganiza- 

^ Hon effort gets aroimd to considering the concept of a separate agencv. • 
It may be. some time before Congress acts on the recommendations of 

- the Policy Heview Commission. We do not think we ought to wait. 
Cliaixman Ajboxtkezk:. I-iet me say a word about_the confirmation of ' 

the Assistant Secretary whom you have nominated. 

It was- some Tsmdntlis after you took office that you finallv madfe the 
nomination. I have to say that I have been verv deliberate*^in prepar- 
nig hearings because I did ^ant them to be well prepared. There have 
been re<iuests J>y you anrf others- .There has heen what I would call' 
sometimes ^'subtle pressure" to hurrv up and confirm the nominee prior 
to the August recess. I personally have resisted that because I think 
there has to be better preparation- I have seen enough nominees come 
L up and when they are asked what their position is either for or- 
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against a certain issue, and they consistently sayi "Well, I nave not 
liad time to studv that," or "I cTo not knp-w v-liat my pcsition is.*' . 

As you know,*! wrote the Secretary a letter stating^ that I would 
expect both he and the nomineCj Mr. Gerard, to be able to take a posi- 
tiou on major recommendations of tlie Policy Kevic-cr Commission. I 
AtXll intend to try to fxilfill my responsibility as chairman of this 
conomittee along those lines. " ' - 

But vou-do have air. Gerard, tlic, nornincej^worldng- as a consultant, 
,ar-frliis*time. Is there anything Tvrpng with assi^ing him this ta^k, 
beginning: the reorganization plan, working as, a consultant? Yo^^ 
certainl\-~havo tliat authority. ^' 

■ Mi-. -TosEM, First, I was nominated, by the President to be Under 
Secrctiiry-in February. If the Comniittee''on Energy and •^s'atural Re- 
sources had talvcn that i>osition and waited until I was ready to-make 
a policv decision on some issues, I j^robably still, would not be con- 
firmed "and the Secretary would still be trying to operate without 
an Under Se<;retary. 

So, t.he precedent is that Very often people will Iiave to go in and- 
start performing a function before they can talie a position on policy 
issues. I can appreciate your concern^ but at, the same time, you under- 
stand the bind imder wLich that places us. - 

Second, with regard to Mr. Gteraird's present function a& a con- 
sultant, I really do riot think that the reorganization effort, which is 
reallv a very comprehensive look at the Bureau of Indian Affairs, is 
something that ought to be done on a part-time basis.' I really think he 
has to be there full-time and onboard before he can-giveit the leader- 
sliip that is necessary. ' ^ ' ■ . ' 

Chairman. Ajbottkezs:. My second question; along those lines is this. 
Have you <^ven any thought to consolidating the Indii m des ks in 
other agencies to the'Burean- of Indian Affali.*s — such as -the ±±UJb>^desk, 
The education desk, andJndian BTealth. Servicer— imder the Assistant 
Secretary? - 

>rr. Joseph:. This is another interagency question that we have to 
''onsideir'in the context of the ovesrall reorganization act. It is not some- 
rlting-we are presently dealing with. As. JC said before, *we are dealing 
Avitl^■the present; mandate that we bave rather than the one that^we. 
migiit have or could have nnder the reorganization. We are moving 
o n tha t. ' - - . ' z ; . , 

Wben we £:et into a consideration of overall reorganization, tliat 
is one of tiie, things that we can certaiiily consider. 

I am not yet prepared to take a positioii on wliether_ riot the In- 
dian Heailtli Service ought to be separated or not. T am simply focais- 
ing^n=wiat wpjc^m ' 

Chairman ABOTjKE^7~I)cr"yoTirTiotriiave"~t^ 
Mr- Gerard as the Acting Secretary at this point, peiiding li^^con- 
firmatdon ? • - ■ ' ^ . , • 

Mr. Jo^ekbt: I, think we do, Mr. Chairman, but my experience with. 
Acting A^istant Secretaries ,and Acting I>irectors of ofBces is that 

_ -^i33r-do--5M5t--fearVe-the-wei -do-the'-kind"" 
of 5o"b tbat w© are talking about. 



:^ 124 " 

OhaixTnan AhoiAezk. "^ould that not solve the problem of b^dng 
part timet Coxdd not he then work fall time ? 

Mr. JosB^sL ISIr^ Chairman, I am not sure I underetand this line of 
questioning, but are you tiyin^ to tell me something? [Laughter-] 

Chairman Abourezk. I am omy asking. [ILaughter*] , — — 

Mr, JosE^BC- We would^like to have an Assistant Secretary in place 
to really provide the leadership that is liecessaiy. I thi n k you are very 
well aware of that. Mr. Butler has done as well as he could— and 
I think, he has done an excellent job in the interim^— that there is a 
sense wiiich the Bureau of Indian Affaifcs is awaiting its new leader- 
ship. As^long as we allow that to happen^ we are^ <yoing to have a 
continuation of some of the problems you have referred to. 

Chairman Ajbottkfttk, I would have to say that xmder Mr. Butler's 
acting capacity^ it has had better leadersMp than it has had for a 
number of years. 

Mr. JTosE^Br. Yes. _ . / 

C^aiifflan A^ better than when you had a pi^rmanent 

"man. . 
! Mr. JPc^EPK. I am glad to heax you say that, Mr. Chairman. ^ 

Mr. Ftctn-kk. In testimony-, from the hearings on July 13. it was 
pointed out there was a need for a complete revamping of the com- 
puter ^stem- that the Bureau now uses. One of the recommendations 
was that a central computer bank be established with interacting 
terminals^ both at the area and tribal leveL ^ 

What plans, if any, does the Department have for implementing 
that recommendation ? ^ _ . ^ 

Mr. jrosBPEc- I do not really know of any at this point. It is not one 
of the thinirs that I have ^^ven priority attention to, up to now, X 
might say. I recognize it. I saw that recommendation. 

3^£r. Butler, do we have anything on that ? 

Mr. TtTT-TTTrf? We did until the action took place on our appropria- 
tions reiquest in which that amount was deleted for the up^rrading 
of the software and hardware. 'We have to reassess our position on 
that at the present time. We got cut to $2.6 million that we asked for. 
We win have to reassess that. 

Mr. F u^iJjJKi . Were your plans to buy the hardware yourself for your 
computer system, or was it to plug into an already existing system 2. 

Mr. BxTTLER. It is my xmderstanding that the plan at that, time was 
to purchase the equipment- As I said, now^it has been deleted from 
onr Biidiret; we will have to reassess the activitv there. 

Mr. KtT2«rKDE. T think the recommendation of the study was that you 
be granted time'from a central computer bank. In that way the people 
who are in the business of running computers could keep the equip- 
ment up to date, and the Bureau^s equipment would not become obso-^^ 
let^e and require another capital investment in 10 or 15 years. 

Mr. BtjTler. Yes. ^ ^ . \ ^ 

Chairman Abottrezk. Mr. Joset>h* T think that is all the questions 
that we have this momihs:. You have covered- a great deal in ^our 
statement • which obviated the need for a great many questions* al- 
though not, all of them. Tlie commiftee hjff; submitted other questions 
in writinrr and your responses will be printed at the end of the hear- 
ing record. 



I want to express my personal thanks, and I t^irtV that of the com- 
mittee as a whole, for what I consider to be a very good attitude toward 
Indian aifaii^. It is r efreshing to m e, after ^lavinjfy RP f>n th^ ob'^tnic- 
tionism in the past f ew years. . 

If you carry out your intentions, it will be a great thing. I hope yoa 
can do it. ' ■ . 

IThank you very much for c6ming. 

Mr. JpjSEPJH. Thank youv * 

Cha irman Abottreze:. The hearing is adfoumed. 

[Whereupon," at 10 :10 a.m., the committee adjourned.] 



[Committee questions and responses of the Department of the 
Interior follow :] 



• QT3ESX102TS ON" "'"Tg Organization^ or rTHE Bxjkeaxj op :l2a>iA2«- Affairs 

■-.^ ; ^ ^^^.^ 'IOT>IA2T .CABEKB". SEKVICB. . • ' * - 

Tbe^Americaii Indlaxi Policy Itevlew CkmuaiSsslon Spinal Beport at 6-79 tbrongb 
6-Sl and xaaci xsrzi, and tiie fl^nalrxeport of TasS; S^ree No. &,\iat 185-19^ and 
1.06-aOS» discnss tlie XntCT^t o£ section 12* T7SO Sec 472) of the Indian :Beorsa* 
nization Act wltli regard, to the InapplIcaLblUty of Cavll Service Iiaws concerning 
"the ^ppolntm of Indians * to the Ijidian Servlcerand the ^mandate thkt the 
' Secretaty of the Xnterior establlsh the standard for the appotntment of Indians* 
IfJn effect an Indlan^C^^ ; : . ' ^» 

- Please r evi e w : the sections ofthe- j ^ p o r t cited ahoi^ 

" IfPhy hasn't the I>epartment ever complied with the legral mandate to create 
. an Indian Career. Service and; developed Independ^p± standards f or the appoint- 
;\nientOf In^eBans?;-; • • :^ ' " ' v - [' 

■ r ^Wl^r are: dvil- service laws ^^d regulations .still belns; applied the appoint- 
; ^InOTt of Indians lir derogation of r ; ^ 

The Mai^tagement Stady at. 33 States^ that agencT^ and area hiring Is a per- 
sonnel fmuiilcm of recroitment ait the area office Is done 
: 1X7^ -official hnlletln and : that In many incases; the Jobc^Is reclassllled and readver* 
tlsed :QveF on a v^ hasls ca^isln^ extrem ely long' delays In fDlinsr positions. 
' ^What plaiis do you have to correct this fidti^ 

The-lifenagtMnentiStn^ at 34^also stages that manpower forecasts are con- 
'■trolled by^persoimd ceHings-set. by 02MCB rath^ tluur^n the hasls of -persoimel 
r management assessments. : - -^t - ' "1 

"What plans do yott have for forecasUng'manpoTyer 
> : "Wliat roles do the Agaicy and • Area Offices play ln^ determining theitr staffing 
: ^andmanpow^rteeds?; ..^\,.v : : - ' ■ /.-.-t^ . . . > 

Sow does the SIA. plantC.to incorporate mani>OTver and staffing fotrecastsj^'lnto- 

- the OlfflB and Interior personnel allocation detezmlnatl<^^ \' 

. 'The :Manf^:ement Stody ait^S^ and CJSO re^ state that BX4^ does 

: /n otha ve effectlvet r cK TruI tmenttecbnlqiies^^/^^ . - ^ 

K - manpower needs of the DBIA 

"especially in the areas of technical assistance management and^rofessional per- 
:"*sonn€l?= - . . . • ."^.-^y.:. . .. : . . - ' , ■ "^.^ - 

•^^TWhat plans does the BTAl'liave- to dev^op recmitmt-nt practices vriLth TTnlver- 
;^tIes^;Coneges:> prof esslor^aT andctrade schools? > : ■ -'-^r > 

^ ^?^Axe there plans to establi^ a central recrnlting office ; wh£<dr :wpnld report 

:rS tady :?If notr whynot?- •: — - .'-^ .i : ^ ' > - 

y -^-^-'sxryit^*! pT<>Ti^^<T/w>gfytTA im w -t-/^ develop and lipplemeht Indian intalce and devel 

o^^ work; In what personnel areas they 

:;are^ plamied* :and how extensive ; the; programs ^win be" whether^ there; will be 
vviempha^s on tralTifng or recrnltl ng Indians for -opper level professional^ policy 
j and: managenMnt positf CCS from within 'and; ontsIde'J^EAl TTTiat^^is being done 
i t OvSpe ed-np and bring; consistency to the Job classification pro«e<Sores of the 3IA? 
: :? 'T^that Is .b^big done. t^^ Internal commm>dcfrifclong within the 

^^KTAT^^^rj z ' : - ■v:'^-' . . * ^..:/:-■/;/^:'^ . . - c-:;;- 

: SIA p^csonnel have^adeonate knowledge 

r of Jtheirr expected: pezforznance levels and evalnatlon and : feedback conc^rnin^ 

^t helr; 3)erformanceT : ^ - vT.:!- vv, - : • .- -'■ ■ 

1: :^*What IS: b^^ insnre>^tbat personnd with, inadequate performance 

:ieveIs.zeceIve^ieeded gnSdance and.traI^ ; ; . ^ - 

poor^irf BIA and thatr 

output Is very low^.: The primary* reason cited for this Is tiiat defined q[aality/ 
qpimtity ontimt^s ^ 
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^ I>oes BIA plim to implement such standards and monitor manpower output 
and productivity? 

Is tljere a plan to assess -and forecast the changing manpower aiid personnels 
flilcills .which are needed or will be needed due to the shifting role of the BIA 
because of r-I/. 93-:63S and other changes. ; ' - • ' 

WlTat 'procedures have been follow^ or will be followed by BTA to adequately 
measure cost effectiveness of theiir .personnel, and ispecific prograins and projects? 
- The Management Study at 34 states that BI A -labor relations practices are- 
poor, management dictatorial, and employ ee input not solicited nor responded^ 
to resulting in high personnel turnover^ What is being done to corxect this 
situation? , . ' ' ^ 

. The 'American Indian Policy Review Commission Final Report at 6-S2»dis- 
cus5ies the outdated, confusing and-unworkable status of the BIA Manual. 

WhatJs being done to revise, consolidate and update the ^Manual so that it Is 
.a useful functional guide for BIA operations ?- 

Several witnesses At oux hearings on the 13th stated that , the caliber and 
quality of many BIA personnel was very low and that in many instances, tribes 
did not receive the technical assistance^ program assistance, and ade<iuate~-in* 
formation necessary to mal^e critical decisions or become self-sufficient. At least 
one witness indicated that* the tribes should* be given more contracts to obtain 
the assistance -they need because BIA is either incapable and/or unresponsive in 
p rovi ding technical assistance^ 

What plans does BIA^have to insure that key i?ersonnel are in fact capable 
^.of providing tibe tyx>es and Quality of technical assistance^ program information, 
j: budget forinulatlbn^ inforznation, economic deveOLopment assessments etc^ that 
the tribes require? 

Xtoes the BIA have any plans to expand their technical assistance contracts 
to eziable trit^ to obtain TA from outside sources? ' ' . , * 

nuncET " ^ 

The Final Report and the TVfa n a ge m en t Study have Identified many problen>s 
izf the budget foxmulation process* * 

Based on several hearings by AIPRC personnel, it was learned that BIA, does 
n ot ha ve accurate tribal membership and service population data* 

Wha$ plans does BIA have to acquire sucdti data? : ^ 
' On what basis were service population representations to Congress formulated 
Inthepast?' V " - . 

The past BIA "budgets liave not been based on accurate service population 
fi gure s nor on actual tribal needs assessments* 

What plans does the BIA have to conduct indepth needs assessments of each 
trit^ein tc^rmsof r / ^ ' . ^ < 

1, Service populatlon* ^ . , . " 

2: Xatural resource protection and development potential. * 
. 3- Economic development potential- 

^t^vel and adequacy of health care, level and adequacy of housing; level 
andadequacy of income. t 

^- Tribal capabilities in terms' of personnel^ facilities, equipment* land patterns 
.(whe.ther land is severely c&e<^erboarded or difiFused due to heirship problems'" 
or scattered l^oldlngs etcu, so as to prohibit- or inexhibit efficient administraition 
and-utiliCTtion of theland). . 

The BIA budget process has been- criticized because the process worlcs from 
the top down, program d&rector^ ..dominate decisions on fund allocation rather 
*t ^fa a^n formulating the budgets based on the nc^s and objectives of the tribes* ^ 
TThat is belag done to determine the'needs*and objectives of the tribes and 
.formulate funding allocations from .the tribal level up through the I>epartment? 
' The present budget cycle operates ^n an IStb month. planning process?There is ' 
ZSittle or no long range planning to assure tha t pr iority, long te%m needs and proj- 
-ects of a tribe will be met from year to year. TThat is being done to develop lon^ 
-''range planning and assuring that the budget process- will assure adequate f und- 
3ziff to carry out long range plans? / . / 

To_ what J extent and in what . manner does the BXA establish program;, 
objectives? ' . ^ > 

^ The Management Study at IS: states that the only measurement at the present ^ 
"^-time Is that of determining the funds spent or allocatc3d against the amoxmt budg« 
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eted and there is no procedure for determining results, administrative costs as 
opposed to actual delivery of services, effectiveness of managers, programs or 
o^inizations. What is being done to measure program effectiveness and aclmmis- 
trative costs "etc? . . • , 

Tbe ilanagement Study at 41 states tliat tbe BIA does not liave a method 
or eauipment to enable it to effectively evaluate, manage, and motivate people, 
jnake decisions or measure program quaUty wliich results in a multitude of man- 
agement problems. . 

Wliat plans does the Bi-A. have to set of standards for evaluation and setting 
up en effective system to utilize the management information which could be 

tChe Study further indicates that critical mannsCTaent and program informa- 
tion ^ts bottlene<dked Tvithin the various levels of the Bureau which results in 
lo.w employee morale, vsrasted time, hinderance of program development a.nd 
promotes tribar bitterness* . 

What plans does BIA have to insure that aU levels of the Bureau havfe suf- 
iScient data^ programl^-information and manag^aent-teformatlon to enable them 
to^efBciently manage and administer programs and personnel? ^ n 

What Is beingr done to provide a more direct and eflBcient information now? 

The Management Study ^characterizes the BIA data processing hardware as ob- 
'solete and inappropriate for the type of functions it is performing and- inade- 
quate to Iiandle. many additional functions that are not presently handled, in an 
•automated fashion, ^furthermore the present system is of limited -utility because 
of ixiadeQuate retrlval system i,e, no remote terminals, incomparable hardware 
and no interactive computer system- * ^ 

What is being done to correct these deficiencies? 
^ Please respond to recommendations 15-23 at pages 42-27 of the Management 
^":Study and indicate^o what degree the Bureau plans to implement each of them. 

ORGANIZATION OK THE BIA ' " ' 

The Management Study has identified critical problems in the present organi* 
zatiLonal structure of the BLA and developed a method to reorganize it. 

:70ne of the central recommendations of the Management Study is to remove 
tHe line authority of the Ax?ea Offices over program fund allocations, program, 
determination and service delivery and reddegate it to the Agraicy offices. The 12 
Area OflSces would be consolidated into 6 Regional Service Centers and their -role 
would change to one of being'staffed with highly trained technical j^acperts and 
administrative personnel to' provide indepth technical assistance and advice to 
the agency offices' {local service- centers) and to the tribes and also provide ad- 
ministrative functions of record keeping payrolls etc This recommendation was 
'unanimously endorsed by the witnesses who testified before the Co mmi ttee on 
July 13th. - . ^ 

What are your views on this recommendation and what plans if any*, do you 
have ^r Implementation? 

'What 13 the^ Department's response to developing an -expanded role for the In- 
dian Technical Assistance Center in Denver as a*modeliItegional Service C^mter 
to test anA ^CTCLonstrate the feasibility of the recommendation? <Thi?5 T^ould be 
c omb ined with the delegation of line authority to the agency offices in that area.) 

What is the Department^s^esponse to a proposal to further expand the role of 
tbe Begional Service Center, by incduding the operation: of technical assistance 
and" administration for other Indian programs run by other agencies sucIl. as 
EDA^ SUD, etc^ within the Service Center ? 

What aire the- Departments views on estab.lishing,^a. legal office Cgeneral coun- 
sers office) witaiin BIA. as opposed to retaining a division within the Solicitor's 
Office within BlX? ^ ^ . . 

' Blease review the prepared statement and* testimony .of Reld P. Chambers, 
former ,-toBOciate "Solicitor for Indian Affairs and inform the Committee oh wheth- 
er you concur with his testimony regarding the following i 

<1) Creation ofl^a General Counsel's Office in^I^ 
:>(2) Giving Independent referral authority to the Associate Solicitor for In- 
difloi Affairs On- matters to be referred to Justice for litigation. 

CSy Giving the .Associate Solicitor independent litigation authority in matters 
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whicli Justico*ref uses to. take action. 

< XJUe need for increased 2>ta£Ei2ig of tbe Xndiau Affairs I>X vision of the So- 
•-licitor*s Office, 

*(5> The need to hare trained Indian specialists in tlie Regional and Field So- 
'-licitor*s Offices with l^e authority running directly to the Associate Solicitor. 

(6) The same as (5> above with reirard to the line authority gunning from the 
XT^S. Attorneys hnndling Indian cases to the Associate Solicitor* 

( 7> The need to consolidate into a single division the presently scattered f unc- 
^^ons of the I>epartment of Justice regarding Indian matters. 

>:oT£L — For items (2>— (6) above. Associate Solicitor is applicable' if no Gen- 
eral Counsel's Office is established in SIA otherwise General Counsel is sub- 
stituted for Associate Solicitor. . , 

Please review Section HV of the Management Study (p, 55) and comment on 
your plans for implementation if any*- ' > " , 

•Please review the Management Study and AIPKC Final Report Chapter 6 
concerning reorganization of the BIA and supply us with your views and. plans 
for implementation of the same. 



HesfoxseSvTO Qtj£STi027s, OvxRSiGscT BEeakings ow Ctorestp Aomts" 

ISTKATION" A2fD MA^rAGEMENT OF XnDIAIT AfFAIRS 

XJ^-S- I>EEAKEMia3T'OF TBOE Il5T3Eiq;OI^ 

OfETCE OF TBDE SECKEXAJEOr, 

^ - , Waahd^toTiyD.O.^ July 1977. 

'OhazTTnaTh^ Select OoTmrnzttee on Indian ^ffcdrp^ . -r- " 
ScTtatey Wc^TiinfftoTi, 2>.0:' 
: X>£AK Jaaa: :* This acknowledges receipt of the jgnestions you have 
posed to this iDepartment about the current adniiniisfecation-and man- 
agement of Trtdi an . A ffairs.^ . . ' " i ■ ; . \r 
In reply you will jS&d enclosed our written responses. "Ybu will also 
find responses to the dFuinctional reconmiendations and the Bureau^s 
P^ersonnel A<rtion i*lan, ^Hth npdated^ status repoi^ ^ ^ 
; iWe look forward to our meeting with you on this .vitsd mattex- 
Sincerely, • : ' ■ '■•i- ' . 
_ , Cecti.1). AiraBxiB, . 

i Secretary. 

]EncIosT^^ 

V-^*" PEBSOWNET. MAXTA<SEM£27T ■ , 

A series of events liave tnkeri place over the past few yeaxs wWcli lias necessi- 
tated a ioint Norton t±kepcurt of tbe Office of tbe Secretary and tlie Bureau of In- 
dian AiEoirs to cooperatively wori:*ln finprovinff ^the Bureau's P'ersonn^ Manage- 
' m^t Program, Olhis led, in April X976; to designating a Project Manage worfeing 
foll^^lme with Bnrean Management in 'l>otli the Washington -office 'and: all of the 
field activities to continue studies jCor personnel management improy^nent. As & 
resnit of an Intensive r^rndy the presentr^Personnel Management Action' 
approved by the €k>mmissioner on January 3; -IST?. Most of the findlng2»;and rec^ 
ommendfltT^g tyf the ATTiCT^f^^i TT^m^tTi T^nifny Bevlew Commission tend* to dove- ^ 
tail with our own reviews and Personnel Management Action Plan. Many of these 
steps have been completed or progress Is being made to ward Impl eTOentatt <m of 
the recommendations. At aj>proxImateZy the same time a nationwide recruiting 
effort 'itDofe place to ^11 the- vacant * Chief Personnel* jC>ffi 

tional measure several additional positions :were provided to the understa ffed ^ 
Washington .ofSce, XHvIslon of Personnd Management* Xhis permltt^ restructur- 
ing the Branch of Position CIassifi<»tion and establishing a^ranch of M^mage- 
ment ETfi'''"*ttiOTi: l>Tflr^g grrmTviw i->^o> iP<>grwTiTirf Action Plan Is being re* 
^la^sessed and^wHl be rtissned in an updated format In Sept^Euber. 

*Xhe OflBce of the jSecretary Ims a contihulng and strong commttm«3tt to give as* 
-sistence and guidance* to the Bureau of Tti^i »t> AfEaIrs in the common effort.to 
I mpro ve Bureau personnel maxmgementr " ; ; : ' o \ 

"Why hasn't the I>epartment ever- complied with the legaT mandate ; to^^create 
an Indian" Career Service and develooped independent . standards for-the appoint- ; 
mentof Tudfans?^ ■ ■ v/v-'' - ; ■ 

: The Indian Beorganlzation Act. directed.the Secretary to establish qualification 
standards* for the'appointmentr of Twi^iaTin wititiout regard to CivH Service lawc^ 
to positions in the Indian Service^ The history of the JEBA contains a great deal 
of reference to a separate career service, but the actual wording of lie Act;riefCTS , 
<mly to xnial^cation standards. Becent research indicates ttuit Intezisive studies 
.were-Initiated by Commissioner Collier Immediately foltowng passage ^of; the 
.Act; Bje had -rei>resexitatives vlsit'^the Tnffion I^d^s and^ TndTan employees to 
asir f or recommendations concerning Idbods of positions needed, q[uaIificatioii stand* 
ards* whether a. blood Quantum was necessary or desirable to establlsb ^TIgiblllty 



tor p^ference in employment. Althonjrh the recor4s are- incomplete, it appears 
the office of the r>epartmenrH Directur of Personnel was also workin^^ on plans 
to Implement Section 12 of the Act. This effort culminated in the exemption from 
competitiTe examination of^ all i>ositions in the Indian Service when filled bT 
Jndians — ^Executive Order S043^ of January 1939, which provides for the Ex- 
cepted Service in the Federal government. Previous Executive Orders had 
ex€fmpt*d" only specific x>ositions or groups of posiUons. Soon thereafter all 
programs In the government were impacted by World .War II. The Bureau of 
Indian Affairs was physically relocated to Chicago and less emphasis was placed 
on assistance to Indian people or employees. In theJl950*s the termination poUcv 
prevailed The Department ao^parenUy felt the temxlnation process would moot 
the question of a separate career service- In the 1960's emphasis shifted from 
the policy of termination. The reldndled interest and concern of the entire coun- 
^^^<>^}^^ ^^^orlUes gave impetus to new studies and new interpretations of 
the Indian Keorganization Act. We believe a continuing assessment should be 
made to determine whether there is a neetS for a separate Indian Career Service 
The assessment will include whether the present system can be improved 
more effectively carry out the directives expressed by Congres^^ in the In<Ji ij 
lceorgania:ation Act taking into account policies already adopted bj^-tfieSt^c- 
retary of the Interior and- recent court decisions. ^^^^-"""^^ 

Why are Civil Service Laws and regulations stUl being appH^dto the appoint- 
ment of Indians in derogation of Federal Law ? ^ ^..--''''^ . 
^The Bureau has ftmctions mandated by statute that It must fulfill as tlif- 
trustee executing the Federal govemmenf^-fiduciarv responsibility to Indian 
people- In order to accomplish this Itr must design positions which enable it to 
achieve those tasks and it must employ persons whose skill are commensurate 
witlr the taska Involved. It has been tjie consensus of the Oepartment that le55ser 
standards shonld not be applied to the appointment of Indian^ candidates. For 
groups of positions for which the Civil Service Commission has no qualification 
or classification standards, Le., Tribal Operations OflScers and Specialists, En- 
rollment Specialists^ Employment Assistance and Commimity Living Guidance 
Officers^ Dormitory A i ds or Assistants, the i:>epartment has approved single 
agency standards. The provision of the Excepted Service which exempts Indian 
candidates from competition and the use of singl.e agency standards where 
- necessary appears to meet^he requirement for appointment without remrd to 
the competitive Civil Service laws and regulations. 
What plans do you have to correct thig situation ? 

Our Personnel Management Action Plan deals with several areas that are 
aimed at improvinjr the recruiting practices. 

On May 26, 19 <4 procedural guidelines vrere issued dealing specifically with 
"TCcruiting. techniques, expanding areas of consideration and utilization of job 
design. It was developed specifically to aid In avoiding long" delays in fillinix 
positions because of readvertising- and/or reclassifying the position. Tn- addi- 
tion In September 1977 the Bureau's Merit Promotion Program was revised to 
give better gtiidelines to eliminate long delays in the recruiting process, 

A3 day Bureau wide training program on malcing quaUficatlon determinationi« ^ 
was conducted for Personnel Staffing Specialists. TTork Is continuing on develop- 
ing appropriate qualification standards for a variety of Bureau "occupational 
ca teg ories. . . , ; 

What plans do yon have for forecasting ^manpower and staffing needs ^ 

The Personnel Management Action Plan Step HR-1 titled "I>evelop and 
start operating a mahpower forecasting system** has been started- An emplovee 
participa tins: In the Federal Kxecfitive IXevelopment Program has undertaken 
this project and began work on it in April 1077* TTe expect the first results v^f 
this project within^ the next 30 to 60 days* TTe will then expect to refine the 
program and develop from that an ongoing procedure, ^ 

What roles do the Agency and Area Offices' play in determining fh^lr staflSnrr 
and manpower needs? - " * 

On May 11. 1977 the Bureau is<nied a revision to 33 BTAM which provides 
the policies and procedures for a systematic approach to Organization Planning 
and Position ^Management Improvement at all organization levels of the Bureau, 
This directive xeQuires the involvement of both area- and agency official*? in 
syste mat ic planning, to assure that Bureaji functions, manpower, ^d^activities 
are organized to expedite accomplishment of program objectives in the mort 
direct and eifective manner- ' 

How does the BXA T>lan to incorporate manpower ^nd. staffing forecasts into 
the QMS and Interior personnel allocation determinations? " 



The BTA plans to continue to famisli Interior wltlx projected needs for funds 
and ceningH tlirough tbe Budget process and also make, timely personal presen* 
taciotts of tbese needs togetber wltb appropriate Justifications. 

Wbat is bein^r done to plan for tbe future maupower needs of the SIA espe^ 
dally in the axeas of technical assistance management and professional 
personnel? 

In ^addition to the manpower forecasting beins developed as previously men* 
-♦ioned^Ac^n Plan Item HR^ deals specifically with a plan, to -ktow** Indian 
-caodidateslgrxrterhTi4<Ml/ff^^ positions. A task force composed of repre- 

sentatives from both Central Omce-and^tlie^Field'was established in March 1977. 
JLt|:er their preliminary work a meetiLnfr of the^taidc^orce was held in Waahine* 
ton in^ April 1977 and developed 11 q>eciflc recommendatlOtts-f or Bureau imple- 
mentaaon to "ZgrQW'I'uxiore Indian candidates for the prof esslonal occupations in..> 
the natural resources and engineering: fields. Thetse recommendations have^ been^^ 
sent to both the Area Offices^ and the tribes for comment after which we-^viiU 
proceed with Implementations of the final plan. \ " - ^ 

What plans dO€^ the BIA have to develop recriUtment praet^ Univer- 
sities* C^U^es^ pi^ofessional- and trade schools^^^--'^^ 

While isome Areas do make periodic^ vlnits to certain ^colleges and universities, 
\ve agrree with the ncMl^to develop* niore formaliged^ urea uwlde program. This 
will be done in the implementatibn of Action JPlan Step **I>evelop and start - 

operatin^r a centralized^ skills inventory/Indian Affairs job— available system 
involvinj? ipositive, ,OMrtreach recruifcment.'^ Althougrh this step is running behind 
our initi al tixne- plikn^ this remains a hi^rh priority item for Implementation. 

Are there plans to establish a central recruiting ofiSce which would report 
directly' to the Chief Personnel Officer as recommended by the Management 
.i^iciy ? If not^ why not? 

Ac this time we do not have plans to establish ^a sei>arate central recruiting 
ofBce for the BIA. T^ere is^ howev er^ C entral OflSce involvement and direction in 
Action Plan Steps BDEl-l through HR— 10 that deal^with the total recruitment 
process. We will continue to evaluate -our recruitment -processes to determine 
whether or not there may be a need for some type of central recmlting ijaxtlc- 
ularly as It relates to certain **shortage" category positions. 

What plans does It I A have to develop a^Fid implement Tnf»att Intake an<Z devel* 
opmentjprograms?, Specify how they win "work, in what personnel areas they are 
planned^ and how extensive the programs will be whether there will be emphasis 
on training or recruiting Indians for upper level professional policy and manage- 
mt^ut positions from wltliiii and outside SIA. ;^ * 

We have plan» to implement **I>evelop and operate an Indian intake and ' 

derelopment program" In- FY— 79. Oiir action plan calls for several steps ; (1) 
Guidelines for JSureauwide ultil iaation and coordination of program^ (2) Sased 
on information developed in HR— 1 determine numbers by occupational categories, 
i3> Develop basic requirements for program entrance, (4) Develop program 
publicity to contact network for locating candidates^ and (5) Develop applica- 
ti« >ii« screening and selection procedures. 

What is being done to speed-up and bring consistency to the ^Job classification 
procedures' of the BIA? . ' * 

Tlse Central Office and Area personnel Offices have taken significant action to 
improve:: the level-and quality of their classification stafEs and train linie managers 
re?rarding their responsibilities for accurate position, classification and good 'posi- 
tion management* ^ - ^ . * 

We have been , developing classification', guidelines fbr specific occupations for 
our field activities. Xhese guidelines are based 'on paper-reviews, on-site visits^ 
de^k audits and input and assistance from. Central Office and Area program 
managers. Dependlnsr on the particular occupation being studied, the sruidelines 
contain seriils and titling instructions^ model position descriptions and dasslfi- . 
cation rationale indicating standards referenced* and interpretations of grade - 
level determinations^ These guides have the same impact as single agency stand- . 
ards. do not require CSC approval^ and will result in more consistent, accurate 
and timely classification dedsTons. Efforts completed or currently^ tmderway are 
f oUo-scs^ • " • . 

Vocational Development Specialists (completed Ma ^ 

Teachers /<»mpleted March 19T7). 
^Education/ Aids and Technicians (estimated July 197T completion). 

I-aw Enforcement and Police Officer Positions (estimate July 1977 completion)* 

TTage Grade Positions"'(guidelines issued in March and June 1977; continuing)* 



G3eEical7o«ittonj»(estizimte July 19T7 com 

Tribal Operatloxxs (estimate Jhjigrttst 1977 completloii). , _ ^ - . 

Sousing J^evelopment (estimate late Summer l^TT completion) ^ 
asiaeJ?laiit:Poaitions (estimate July 1977 completion)* . . 

dKnsiii^rs (estimate Fall 1977 completion). , ^^^^ 

AdminiaMtire Managers/Officers (estimate late Summer 197T completoon). 
. Social Worlcera (estimate July 197Tcomplell<m)- ^ ♦^^t^i^S 

^ Siiperintendenta (continuing project, completion <iate not determinea). ^^^^ 
3?oedtion Cai»ises SesnltlJasr from IPJC*.- 93-6?S Actions (estimate July a97T 

irt fltmAv other areas in the near future includinfi: forestry, realty^ 

anprnlgaL pinnr T«^^g*^««^tv CTedi< iiiaustrial development, etc> 

^SJSrnmteriia o^^ planning and position managenient improx^ 
ment procedures was issued hy the Acting r>eputy CJommissioner on May 11, 197T, 
This should improve organljcational and i>osition design and resiut in more eJTec- 
-^•-ttvje. eflBdent use of human resources, v ' / ^ ^ ^^..^^ 

WeTWrre xeitinded fl^d activities of cyclic review requirements and collected 
data for first st^months of yy. 1977. I>eveloped new fQrraat^ordato leportiii^r 
hecixmlng with second hcOf^ot ^T 197^^ This Is a continuing effort and wiU even- 
tuany*resultinaplanned»systeirta:tlcLclasslfication^p i - ^ 

I?eldXrtlvitiea have been directed to conduct statutory nmi uni ^^^J>^]^2 
ttoM ( wS*^ Review) and report re^ts to;^e.Central Office hy end of the 

r-^^^^uS letter resafding preparation of acci^te l^«^'J*f«^5« 
^medKhy^^ the Acting Deputy Conmiissioner in June 1977, Xhis l^tt^J^Tf^ S?" 
^^^^ to^.^^rtsor^^d managers and diseased ^ r^s^ 
r^SrSnent for accmte p^ descriptions and ^^'^^^^S^^'^'^^^J^ 
^^ie^.ilmportance of ; good position design and preparation of position 

*^^^v?proVided on^te technical assistance' virft^ to every -A^^^^^rabrm^ 
OfBce an^ the Field -Administration Office during the past year. These visits 
'were to reduce classification backlogs, study dassiflcation problems In varionar 

fxmcttonfdt areas <md explain cOassiflcation poHcy guided _ 

^ What is being done to insure adequate internal c oT n mn n l eff tlon within the 

^Jto*th^ I^ersonnel Management area, severs,! area offices and the^Central Office 
:Fersonxi^ Services have developed newialetters that; are distributed^ to ^^em- 
ployees. A Brureauwlde Personnel newslettei: is beings devel<^>ed to be i^ued nxma 
Nthe^ iPersonnel Management ZHvision In .teitral Office. Beginning lit June 197T 
and. scheduled for completing in August TlST T, a series of personnel management 
commTtnicattbn wc^rkshops^ action plan it^m win be completed. OThe Com- 

missioner held a series of «cpanded staff meetings in which there vras the oppor- 
tunity to discuss and reach a better , understanding on a number of liuman r^a- 
tions topios. In addition several office IMrectors' have held all employee meetings 
In Washbagton to discuss the acHotirplan* " / . ' , ^ 

What: is being done to insure that BIA personnel have adequate Jcnowledge of 
IJleir expected performance levels and evaluation ajid feedback concerning their 

-performance? , - - - _ . , 

What is being done to insure that personnel with Ixmdquate i>erf ormance levels 
reoeive needed guidance and training? ^ ^ - . 

On June 21»197T a policy statement was Issued reaffirming the 3ureaurs com* 
: milmmt, to a sound, on-coing performance evaluation program* Xn addition the 
^Bureau's I^erf ormance Evaluation Program is .T>^ng revised with a goal to com- 
•niuxlicate to each employee what managonent expects of him or Tier In the porf^ 
tioxL they ' occu py and establish standards of p«rf ormance Jiiat form the basi s 
*fbr awards* training, and punishments- The program requires ^the following 
i; lespo ns lbilitiegf of Tnana gers and supervisors,. ; ^ 

To discuss with each: employee on an individual basis the performance stand- 
ards/objectives of his/her position^ so that a mutual agrreement and understand- 
ing: is rea<^ed between tlie supervisor and qnployee of these ^stnndards/objecttves, 
7o give continuous assistance *to each employee to attain the performance^ 
« »^AHi»T^ g/wtyf^*i 1 hy frequent discussion with tlie' «caployee regarding per^ 
fonnance status/progrfsss and th«^ appropriateness of periodically revislng/tq>dat*^ 
ing the standards/objectives as circumstances chan^ 



To set an example In personal bebavlor and conduct for tbe etiilcal values and 
moral prluciplea to be aUhered to a« a Kedcral Kpvemment and Hureiui employee 
in relation to beicInX dmieM and work. ^ ^ \ ^ . r 

To evaluate fully and fairly^ based on mntnnlly understood standnrds/objec- 
tive«^each emplovee^s performance, sbarinB this evaluation witb tbe employee, 
:^ -and taking;, appropriate actlona flowing tbere£rom <e,g. additional tra'^aing; 
awards, disciplinary mea^nrf^s* etc-) ^ \ ^ ^ ^ , * \ 

In cashes of poor performance af^ainst Ktandards/objectivei*— desniUo supervi- 
sory assistance towards improvement — to seek tbe aid of the i>erfetonnel office 
rej^rdinf? tbe appropriate step?* to tnke and procedures to follow in regard to 
disciplinary action. 

^ ItCSPO:NSXBIIJCnES of PEKSONXKI. OFFZCtfS 

To pr<»vide assistance to managers/supervisors In f ulf i ll i n g tbeir performance 
evaluation respomslbllities by providing appropriate orientation and training* * 

To oi^ent employees to performance evaluation — its purposje, principles, metb-^ 
ods, etc- 

To belp rnn tbe Burenn'» program mecbanics (form, procednres, etc.) for 
performance evaluation in sucb a way tbat it enhances tbe meaningf ulness of 
tbe process ratber tbnn lapses into a useless rote ox>eratlon* 

To provide advice and guidance to managers/supervisors on ibe appropriate use 
of various tecbniQues/devices for bnllding performance standards/obiectivcs in 
individi^al cases, and on approaches to solving specific problems. 

To counsel witb managers/sui>eirvisors in specific causes of performance prob- 
lems/failure, concerning tbe correct procedures to follow in pursuing appropriate 
action. '^''''^ 

I>oes tbe BIA plan to Implement suicb standards and monitor manpower out* 
put. and productivity ? 

Tbe Performance evaluation program will certainly monitor manpower output 
; and productivity* 

Is tbere a plan- to a^ess and forecast tbe cbanging manpower and personncl^ 
fOcills wbicb are needed or will be needed due to tbe sbifting role of tbe HIJ)l be- 
cause of r,!^ 93-63S and otber dianges 3 ' V 

Because of tbe Bureau's important role tn tbe aren^.Of PlX-. 93--€3S and the 
sbifting xolo associated witb It, tbese program trends iCre xL part of Action Plan 
JBGEt—l **I>eveloping a manpower forecasting systemL** 

Wbat procedures bave been followed or will be followed by BIA to adequately 
measure cost effectiveness of tbeir personnel and specific prograros and projects? 
As part of tbe Bureau^s Program, Planning and Evaluation data system^ 
^>-baye gradually developed a system for collecting selected outputs <work measure- 
'-^.ments^data- Tbese selected outputs are directly related to cbefimding and staf- 
iin^^prop<xsnIs^.contalned in tbe Tribal and Bureau prograni plans. Several pro- 
gram alr<*as* JuLve end of year reports wbicb Indicate work wbicb bas been ac- 
compli^ed durlngLtbe i^st^^ear in tbnt specific progr 

At tbe present tinier outputs^ are collected only once a. year;, as tbe program 
plans a,re being developed!^ It^is our inteiitioxL..to forma lige tbe procedure £nto a 
' semi-annual requirement to be collected at tbe time tbe plans are being prepared 
and again at tbe mid-point of cacb Pineal. ^Xear* Tbis will permit us not only re^ 
port output levels for eacb program as related^.to fimding and stafSng levels but 
' to also monitor eacb program to determine ^ tbey xtre j>rogressing at a. reasonable 
f«ace as tbe program year moves abead« ' ' ^ 

Tbe Management Study at 3* stntes tbat BIA labor relictions practices, are 
poor* management dicta torial* and employee input not solicited nor're!?ponde<l^to 
; resulting in bigb personnel turnover* Wbat is being done to correct tbis ^inxoxioii? 

Supervisory Development, The 'BIA bas taken a number of initiatives toward**^ 
' meeting the need for improve^d supervisory performance^ leadings to better lal>or 
relation practices* better communication witb employees and improving morale* 
, . A* Bureau managers are advised of the various non-Bureau sources of sui>er- 
vifcory traininjCL Tbew courses include : 

1* The l>epartment*s Sup*ervisory. TraiiiJng ProCTain* 

2L" Civil Service Commission courses for supervisors. " - 

^3L Xocally available courses through eolleges and universities. 

Bi Tbe Bureau is developing supei^iso^ training mnterials for Bureau- wide^ 
use on personnel management topics. Unique personnel management issues in 



SXJl wni l>e dealt witli in tbese sessions. Guides dev^oped and distxibrcted tor use 
■within tlie last year indnde tbe XoUowin^w 

- 1* Careex' I>ev^opinent System, . . ' ^ 

2. Promotion and ixttexnal Placement. - 

3. Freedom of Information and.Privacr Act > 

Guides on tlie followin^^ topics are sdiednled to be developed axid distdbnted 
within tbe BIAdnrfng this fl5w?«l year and 1S7S, ; 

1- i:^ward Mobility- ^ 
PubUc Xsaw 93-638 Orientation- 
. 3. Xhe BIA EEO Affirmative Action Plan. 

4. Stafflng- 

3* Position Classification- ^ 
6. Smployee Itelations^ ^ 
. 7, I^bor Relations^ 
& Special Programs- 

Indian Preference. ^ 

The above material are desx^n^ed for gronps of snperrisors to use througSiont 
the Hurean nnder competent leadership 'to develop an nnderstandii]:^ of their: 
re?2^»ns;ibilities in the snbject areas of ^snb3ect matter- 

What is being: done -to revise^ consolidate and npdate the Mannal^so that It Is a 
ui^ful functional j^nidef oar SIA operations? ' 

On Jiity 26; 1976^ the Snrean est abli s hed an objective nnder the M80 system^ 
^ f or nixlating the BIAM and 25 GSTU With assistance from GSA/2CASS* the 
oUjective called for (1). the development of a plan to^ convert the old TAxr to the 
BTAM; ^yBtem; (2) improvement of procedures for preparing^ clearinsTt control- 
lingr- %ad maiTitafntng BIAM directives ; (3) development^ an-^^xtemal directives 
- sys^tem for issuing: policy and guidelines to tribal organizations and contractors ; 
f 4r) coordination. with and assistance to GSAy^AItS in developing workshoi>s to 
instruct employees on the improved system and procedures ; and C5) implementa- 
tion of the r^^tems. The target date for commencing the implementation phase 
is 12-^1— 7T- ^ 

' VThat plans does BIA have to insure that fcey personnel are in fact capable of 
providing th^ types and quality of ^technical a^istance, program inf omtation, 
budget formulation information^ economic development assessments, etc^ that the 
tribes rejqulre? 

BIA win insure Icey personnel capability throu£^ quality appointment in filling 
vacancies and throu^i. training of on board personnel- BIA wiH respond to the 
Increasing tribal need for professional and technical expertise by changing its 
personnel staffing requirements and through the medium of contracting with 
tribes for technical assistance. 

I>oes the BIA liave any plans to expand their technical assistance contracts to 
enable tribes to obtain technical assistance from outside sources? 
. The rang» of activities for which the Bureau is responsible to Indian people 
is nearly as broad and varied as that of government itself- As the Bureau changes 
from primarily a serrice tp primarily a-te<dinical assistance agency, the means of 
delivery of this assistance win be a matter of major concern. To a large degree 
this will be addressed in connection with the ;vhole budget and planning process 
which is addressed elsewhere. Ck>nsistent with the policy of self-determination^ 
we believe the tribes should have the option as to how te<dmical assistance is 
delivered by contracts from either the tribe or tlie BIA^' from other public or 
private agencies or directly from Bureau j>ersonneL ^ - 

^luch has been done recently* particularly where additional dollars have 
become available, to exiable-tribes to obtain the €e<dtinical assistance £rom- outside 
sources- For instance* about 75 percent of the training and technical assistance 
funds relating to P-I*. 93-63S activity is expected to be delivered to tribes from 
out5ride sources- Similarly, where natural resource funding has been expanded- 
much of the technical assistance associated witti it 1r being provided from outside 
the Bureau. However, we would caution that this does not diminish the need for 
the Bureau to have on its staff personnel who are fully capable In the various 
fieTd55 they represent if the trihes are to receive maximum benefits from funds 
appropriated for technical assistance. 

V ^ BrrrczTP 

Question^ What plans does BIA have to acquire 8U<^ data? (Accorate tribal 
membership.) 



Answei^ In most Instances the SXA xegarcts the maintenance of tribal rolls as a 
tribal responsibility. We recognize the importance of this information, and thei:e- 
fore we assist the.ttij>es in this taslc as resources permit. 

£*or example : Tifie Snrean famishes technical guidance and a:Ssistance in pre- 
paring rolls. - -w. 
^ ^ the option of the tribes, ^ibal rolls are maintained on the IBIA computer at 

no- cost to the tribe. The Bureau 'is currently developing an improved data 
• system to better assist the tribes in j>reparing and maintaix^n^ their rolls. 

A. pilot project is beiu}^ developed at l:*lioenix td" provide training for tribal 
officials andrttribal employees in tnbal government and in The iSasics of enrollment 
and rolL-preparation. The Sureau hopes to escpand the trainiug to a nationwide 
project. V ^ 

Tribes cqjz^ and some have, devoted part of their BIA Self -Determination grants 
to establishment and improvement of tribal rolls. ^ ^ 

The SIA is conducting a survey to determine the ctirrent status and needs of 
tribal rolls. ^Results of the survey^ which, should be available early this fall, vvilL 
enable us to p^an effective ai^istance to the tribes izb preparing and updating tribal 
membership rolls* within resources available. 

The SIA prepares^ judgment roll in cases where the funds are to be distributed 
to lineal descendants of a tribe that has no present-day organi:sation. If there is 
a present-day organized tribal entity, the membership roll is prepared by the 
tribe, with assistance, for use Jn. distribution of the Judgment funds. 
" In the case of the JSolilt decision, \&IA funds were provided through contracts 
with tribes to prepare the m&Dabership lists necessaib^ for identification of tribal 
members. The tribes in the Western Washington^ Agency are the subject of a pilot 
project for a n im proved data hase, ""^ 

Questiatt^^vrtkSLt plann does the BXA have to acqxiire "such data? (Accurate 
service population data) • ; . 

Answer^ It Is'generi^y agreed that Indian population figures ar^ not accurate. 
Kegarding long-range plans to improve data, the BIA is now and will continue 
working with the Census Bureau to improve the 1980 decennial census data for 
Indiana. The BIA pixms to spend i?4«),00t> in FY 1978 to provide naaps of reser^- 
tions satisfactory for Census Bureau jiuxpoi^es- The BIA* along with ONAP/ 
funded a Census experimental survey of three Xavajo chapters in order to test 
procedures for improving coverage. In later stages^ the BIA will assist in secur- 
ing Indian cooperation with the Census* ^ 

iCegarding-^lans to improve current data, we discn^ three different Indian 
j>opulatiou figures below' The first might be called a general overall local esti- 
mate» and there are no plans to improve it because of the cost, and because 
almost no BIA funds are distributed directly upon it- The second and third popu^ 
lation figures, whic^ are closely related, have an established ap»peal procedure 
which permits corrections. T^ BIA int^ds to continue^thls procedure. 

It must be pointed out that*^o one population figure will suit"^!! programs. For 
example, schoIarshinHS related to high s<±tool graduate of % blood or more who 
wish to attend college. Social Service depends on the population meeting particu^ 
lar eligibility re<jul remen ts, housing needs depend on family xaiits,. and so fnrtJi, 
(1) Ab a broad, overall measure^ of the population-at a reservation the BIA 
uses the Indian population livin^r^ on the reservation .-or adjacent. The term 
"adjacent'^ is not defined on a -map but refers generally, to Indians within com- 
muting distance of the reservation. This figure Is a locar estimate provided by 
the A^noT and/or the tribe, tising the best sources available, whlch-diflPer from 
reservation to reservation. 

The only BIA funds distributed on the basisipf this figrure are Roads Construc- 
tion funds, for which i>opulation comprises 10% of the formula distributing to 
Areas. >v- ' 

f 2) The Indian population used for General Bevenue Sharing is comparable 
to figures for non-Indian governments^ It is essentially the Indians living on the 
reservation or on trust land adjacent. It i<? the most accurate Indian population 
figure because, (a) it is geographically defined* fb) was-^ derived originally from 
19*0 Census data, and (c) it can be appealed by the tribe. There have l>een many 
successful appeals by tribes. The 1970 figure has- been updated! to Tuly TJYlii^ 
and again to Tnly ll>7n,^nrfng births, deaths, and migrjvtion estimates. The* BIA 
has updated the tribal populations, and the Cens^us ' Bureau the populations of 
the other governments. 

(3) The^ird figtire i« U5;ed for BIA Self-ODetermination Grants, throujdf Fi5:<*al 
Xe?^r 197S- In Fiscal Xear 1979 ^e distribution will be dfetermlnfiij^^ 



-priorities on the band analysis and win not depend on popiilatioru This figure 

was also used by EI>A. CCommeree) fojc^b^ second-round compntation of target 

amounts for Unocal I*nblic Works for tribes: 

Th^ figure corresponds to that used for Revenue Sbarins, except that : 

(a) In Oklahoma^ all tribal members living in the former reservation counticss^ 

are counted, 

*rii->— Aii^aUowance is made for adjacent population in the case of a small i«ser- 
vario'n popSKrti^ with substantia.1 adjacent population. This adjustment cor* 
responds in part to the small tribes incentive portion of the Self -Determination 
Grantis. 

Qur-,^t:07i^ On what basis were service i>opulation representations to Congress 
formulated in the post? . - 

Answer- Service population data presented to Congress have been derived from 
tlic» IrK-nl estimates of Indian por>ulatidn living: on and adjacent tojreservations, as 
des<rriJ?e%l above. In the State of Alaska^ all Xatives in the State are^counted* In 
OkIah<ri|u.^ all Iridians in the former reservation 'areas are counted, InCalifomia, 
•estimaros' of Indians on and adjacent to reservatiGns are supplemented by esti- 
mate? of other Indians living in the rural parts of counties which contain trust 
•Jai:a, 

f^uc.^fion. 'X^Vitit plans; does-the BIA have to conduct indepth needs assessments 
of eatrh tribe in terms of : 

Srrvicc I^opulatioih- 

See the answer to previous question concerning BIA plans to acquire accurate 
service population data. In addition, the various BIA programs assess needs 
.in Terms of their program characteri5>tics. Thus» the need for housing on each 
reservation is assessed by housing surveys^ the need for law enforcement by 
studies of the local situation, the need for social services by projections of case- 
.loads and costs^ the need for employment assistance by projections of applica-*^ 
tions, and so forth. A special assessment ofTEndian education needs is being con- 
ducted in cooperation with HlEW. « 

2. X^ttttraZ Jtcso urccs I^rotectjorv and. Detrclopmont Fptential 

There is a mixed -situation on need assessments in this area. ?fVe have good 
data for some categories of natural resources, and for -some reservations, but not 
ail. AVe are accelerating needs assessments in minerals and Forestry. 

As we move forward in adjusting our budget and planning processes, we will 
be workings closely with the tribes to develop better long-range planniug. 
cajKilrility. * 

3^ Kcr»iomic Development JPotential 

Many reservations have already conducted comprehen^sive assessments of 
their economic development potential. 

However^ we recognize that other iveservations, particularly 5=mall ones, still , 
lack these plans. A^ this task is carried forward* it is important to achieve 
coordination of BIA development efforts with those of EDA and other agencies 
active in economic development. ^ 

Answer. 4^<a), JC/ereZ antl adcquOrCj/ of hraltTt onrc* — ^The BIA has no plans. 
Xhis is a rei?ponsibilily of the Indian BTealth Service, 

— L€rccl and, adequaai/ 'Of^_?foujHnf7* — Each year the BIA a5=sesses hou.^ing 
needs by a survey of the housing situiition--^ii:_ea^h .jeservation.^Tntie data com- 
piler! include the number of* houses built or improved ~^by^^H.IJl> or BIA* the 
number that can be repaired, the number that-^cannot be repairednetnd"^mustJbe__ 
replaced, and the number of unhoused families (doubled-up). 

4CC), Level and adequaef/ of income, — ^The Bureau is concerned' about the 
iacTc of adequate data relating to personal and family income. In the past, the 
BIA attempted to determine per capita income with data gathered in the budget 
process, but found the restrlts to be frequently unsatisfactory, so that com- 
parisons among tribes were unreliable. We have hesitated to _ conduct income 
surveys on a Bnreau-wide basis because of the cost and because of the resistance 
to answering income Questions. \ ^ 

Surveys of economic development potential <see item 3 above) usually pro- 
vide some Income data, for the reservations studied. A number of trib^ have 
assessments of capability, and plans to Improve cai^Lbilities^.-as part of a com- 
-pr^ensive dev^opment plan. The BIA would undertake to' assess tribal capa- 
bilities only If the tribe requests assistance, or if it is proposing to contract. 



Various resources are available to strengttien tribal government operations 
and capabiUties. TbiB is tbe main purpose of tbe BI^ SeLg-rtete rmlna tion. 
Grants, and tribes are encouraged to use tbe grants for tbis purpose- In addition^ 
BIA training and tecbnical assistance are. available to tribes wisbing to contract. 
Otber resources are . tbe General Kevenue Sbarir>g grants and various I-abor 
l>epartmeat programs supporting training and employment of tribal government 
employees Tbe Statement is made tbat •Tbe BLa. budget process bas been 
criticized bectiuse tbe process works from tbe top down, program directors 
dominate decisions in fund allocation ratber tban formulating the budgets based 
on tbe needs and objectives of tbe tribes/* However, tbis opinion is not com- 
plete! vsbared by tbe ^aLmerican Indian Policy Review Commission. In tbe BIA. 
Managemenf Study introduction to tbe section of their report on tbe Budget 
Process, tbey state tbat . ^ »- '^tbe Bureau of Indian Affairs is unique because tbe 
client {it serves) fo^rmally participate in tbe process tbroug^ti Band Analysis 
wbicb"" allows tribal councils to set priorities for selected programs," (italics 
added). General criticism of tbe BIl^ budget , process notwitbstanding, 
tbe Management Study, witb tbat statement^ bas formally recognized tbat tbe 
BIA bas, for some time, been making a determined elTort to maie BXA budget- 
in^r and program development a joint effort between the Bureau and individual 
Indian Tribes. . 

' Quest inn^ Wliat is being done to determine tbe needs and objectives of tbe 
tribes and formulate funding allocations from tbe tribal level up tbrougb tbe 
l^partment? 

Answer. Witb respect to tbe actual needs of eacb tribe, we bave included a 
need column on our Band Analysis forms to fully reflect tbe needs of eacb tribe 
even tbougb tbese needs exceed tbe budget limitations. Witb existing ftmding 
as well as employment and travel ceilings, we continue to face results tbat 
provide only a fraction of tbe stated tribal ne€^ds. 

Otber columns |n the Band Amxlysis forms are used by tbe tribes to display 
tlieir current objectives and priorities by indicating wbicb programs are most 
important to tbem and wbicb are of les^ser importance- 

To more fully support tbeir needs and priorities, tbe tribes are also requested 
to provide a narrative statement to indicate major imx>acts of eacb band level 
and to indicate tbe general direction of program cbanges, 

Tbere are, bowever, a number of existing factors wbicb are outside Bureau 
control tbat effectively limit tbe application of tbe Band process. About % of 
tbe Bureau budget is tbeoretically uncontrollable wbere neitber tbe tribes nor 
tbe Bureau bave tbe option of assigning priorities. Tbese funds are to be .used 
in support of triist responsibilities, for past legislative mandates, for "entitle- 
ment programs sucb as welfare payments wbere spending follows daim levels, 
or repre.sent one time unus^lal or major expenses sucb as constructiom 

Tbe band analysis system is not a budget request and it will not, by itself, 
produce more funds for tbe BIA and tbe tribes. It is simply a tool by wbicb locail 
tribes can indicate tbeir desires . witbin establisbed funding limitations. Tbe 
band is used as a mecbanism to involve tribes: in tbe bard decisions .wbicb must 
be made in order to realize tbe best use of tbe limited funds available. 

Qucstion^ Tbe present budget cycle operates on an iS-montb planning process- 
Tbere is little or no long-range planning to assure tbat priority long-term needs 
and projects of. a tribe will be met from year-to-year. What is b^ng done to 
develop lonp:-range planning and assuring tbat tlie budget process will assure, 
adequate funding to carryout long-range plans? - 

Answer* We concur tbat bere is a need to more fully develop, the concept of 
long-range planning in tbe Bureau, particularly at tbe tribal* leveL To be' truly 
effective and meaningfuL comprehensive planning must bave its genesis at the 
local level and the primary local planner must be tbe tribe. However, many 
tribes do not have the capability necessary to produce acceptable planning docu- 
ments nor do they have the flnancial resources necessary to hire competent 
Itlanners. To accomplish this they vrill need outside supi>ort sucb as self-deter- 
-mination grants for local triba.1. planning. 

Working vri £h tribes on the. budget process and program plans beyond the 18- 
month period presently being used will" generate some difficulties because of 
tbe rapid turnover in tribal leaders in many tribes. Also, in some cases tribal 
circumstances and fortunes are subject to a variety of cbatlges during a planning 
period that extends over several years. These cbanges may require some reorder,- 
ing of priorities by both the tribes and the Bureau* 



For tbese reasons; Iti is nec^saxT tliat long-rnjise tribal planB xematci flezlKe 
* enongb to adjust to these <aiapges. It is also essential that the Bureau be s^ven 
the ■ It exTbni ty to adinst program levels dtrriii^ this same period off time to keep 
pace with these^ changes and xeyised service Te<nilremen.ts as determined by new 
tzibal inrtoritiesL We believe HiSb to be a real life l!actor coneemins which the 
.Congress and the Administration must be acutely aware. .^t 

As we approach ar total reassessment of the Buzean budgfet process we are 
pledged to stress the concept of lons-rsmge planning-.. 

Otie»<£07»* Xo what extent and in what maimer does the BIA establish program 
objectives? _ 

Answer. Frogr^iXL objectives aire based, insofar as jK>ssible^ on the stated tribal 
.needs and objectives as developed throu£^ the individual tribal Sands. The 
Band process is the firm basis for the development of a Bureaxz-wide bud^ret as: 
well as Bureau-wide program plans. OThe integxity of the tribal -input into the 
process is carefully maintained at all' levels of the Bureau budg:et dev^oixmenc;. 

We reco gniz e the Band Analysis is an imperfect process and that there are 
improvements that are needed. Major issues are equity funding; multi-tribal agen^ 
cies and small tribes vs. large tribe^ 

What plans does the BIA have-to set up standards for evaluation and setting 
up aj? effective system to utilize the management information which could be 
developed? - . 

The Bureau has initiated a two^pronged strategy to deal with this issue* In 
response to a Bresidential/OMB initiative the Bureau commenced an organiza- 
tional evaluation program in -December A draft of the implementation plazk 
and BIA&£ procedures has beea circulated within the Bureau for comment with 
final development of both the BIAM and the implementation plan scheduled for^ 
November 30^ A detaOed evaluation schedule- is to be developed by I>ecem^ 
her 30^ 19TT so that each organizational entity will be reviewed at least once every 
three years* In. addition^ the isooplementation of a system to collect Improved pro- 
ductivity data for^ use in management planning and "decision-naalslng is scheduled 
for October 15^ a97T* y 

The second facet of the stra tegy is. to develop standards in conjunction vsrith . 
the above two efforts. These standards will address the issue of organization 
-and program performance levels, I>eviations in output and/or cost effectiveness 
measures win alert mana:gem«it officials to possible .problem axreas in sufiicient 
time to permit solutionsL Moreover; 42ie availability of variance data will ifacili'^ 
tate program Tnnnagement decisions and help insure that th'ose decisions are ^ 
b ased on more concrete information •'-'HqT^ heretofore has been available^ 
- What plans does the ISIA. have to insure that all levels of the Bureau have 
sufficient data, ^program information, and\ management information to^ enable . 
them to efficiently manage and administer programs and -personnel ? ^ 

In order to confront this problem, the Bureau^s AJXP modernization program. 
Is focusinsr on an analysis of program. Cen^fral Office^ Area, and Agency infor- 
mation requirements. This is- an integral part of the Bureau's long-range data 
processings solution. The analysis will determine those data elements essential to 
meet user requirements and ; will probe viable altemallves to capturing these 
data dements. >• : - . r-P^ 

In aae short-range^ methods to improve ttie acquisition, processings ^an^ dis- 
tribution of data are being studied. Sach new« as well as existing; AI>P require^ 
ment ^s being analyzed to determine precise user requirements and the capacity 
of the data element structure to meet these requirements. This effort wHl lead 
to assurance that information outputs are responsive to information needs of 
m ana gers at all levels of the Bureau org»y*^^»^<w 

TThat is being done to provide a more direct and effident^ information flow? 
' The Bureau recognizee that the implementation of a sound, management in- 
formation system^ depends not only on the acquisition of data but also on the 
timeliness^ facility, and conciseness with which information generated from 
that data is made available to the user. Consvequently, measurements: of and 
standards for addressing .Hiese management information requirements are being. - 
studied in conjunction with the AI>i* modernization program. Because of the 
dynamic nature of information needs^ the development of an information flow 
system responsive to the needs of the Bureau and""capable *of providing focus 
on the problems of communication of information between flie^AI>I* unit and 
the user is a project of some duration. ^ 



Xo iUnstrate thlB» the Snrean commenced its modernization program during 
the early jiortion of ITT 1976. 5Cot nntil FY 197S will the Bnrean liave the 
results of a reqnirements analysis of Bnreaii needs^ condrxcted with the assiHt* 
ance of GSA, reflected in a conceptual systems desigpa. Xhis effort will permit 
the development of., an information acQnisition, processinsr^ and dissemiziation 
^»tem about 19SO. In the interim, the redesis:n of the Bnrean^s employee data 
and comx>ensation^ fund control reportin)^ and tribal enrollment sysZeuoiiS has 
been initiated. T2i£s is a shorc-ran^e solution to the problem of providing a more 
direct and efficient; information flow tcf Sureau and tribal managers. Xhe long- 
raitge solution will be developed alon^ with the -AJ>1? modernization program. 

What is b^ing done to correct the deficiencies in the BLA. data processing 
hardware? *^ 
''^^•l^Aii -AJDJP Modernization Plan haCs been developed to cover fiscal year 197T" 
tBrough fiscal year 1980 and to accomplish these ^specific objectives r 

A* I^pKQve access to BIA managers^ Mission personnel, and to provide needed 
information'IrOsJlndian and Alasfca Natives, 

B. Improve ^dtsttng systems and resources to acquired, modem ' computer 
hardware and technol<^:y...^ , « 

The Department of Inte^rior^^^^and BIA will utilize the at> t> resources as 
a tool in achieving 'mission objectives-and provide services in supporr of program 
activities in a timely and cose effective maSner...^ 

The Bureau is concerned about its ability to proceed at the pace plxmned'^and 
to meet the deadlines established because of a significant reduction in its budget 
request for -AJ>P^ services in 'FY iOTS- The Joint Conference Ck>mmil:tee con- 
curred with the language in the Bouse Appropriation Committee^s report in 
acting on the Bureau's JFX 197S appropriation request. The report says, *'The 
Committee has also deferred funding of the budget request of $2,616,000 to 
implement the Bureau's Automatic £>ata Processing' plan to permit moderniza- 
tion of the centralized AT>I» facilities: located In Albuquerque^ New Mexico*" 

OsaA372ZAn02T <W BXA 

What are your views on this recommendation and what plans do you luiT-e for 
Implementation? — 

We recognize that there has been much dissatisfaction expressed by Indian 
people about the role and functions of the BIA Area OSBces. The ACanagement 
Study ' indicates ^ that problems of excessive administrative costs, slowness in ^ 
decision making, and poor communications, have their roots in. large part in the 
organization and roles of these offices. The Study also enunciates a number 
of objectives for sound management of the Bureau which we accept In principle^ 
and which relate in large part to the Area Offices* , 

As yet, we .do not have a course of action detailed to Implement the^spedfic 
recommendations of the Study conc^^iing t^e Area Offices. We recognize, how* 
ever, that major- actions relating to- them are called for and, ' theref ore^ we plan ' 
to address this matter in depth beginning immediately^ 

As you are aware, the Study does not go into detail on how the recommenda- 
tions are to be carried out. We believe this is an important element of considera* 
tion whi<^ must be carefully -planned in order to assure that - the Bureau meets 
a T^ariety of legal resi>onsibllities . required of It and sees that there Is no 
disruption of vital services to the Indian people* 

, It is envisioned that the action talcen on this recommendation will involve 
-a process whi<^ will be both planned and implemented over a period of time. 
It is our Intent to move immediately on this process, relying Ixeavily on the 
[Management Study as a guide* but also malcing specific determinations based 
on our own experiential considerations. As these are developed, we will be 
happy to share them with the Committee. ^ 

What Is the Pepartmen t*s response to developing an expanded role for the 
Indian Technical Assistance Center in I>enver as a model Be^onal Service 
Center to test and demonstrate the feasibility of the recommendation? 
• This recommendation came out of the final report of the Commission and is 
. not included in the recommendation of the Management Study. -We dor not have a 
firm position on this at. the present time, but are willing to give it careful 
consideration. , . 

As the Committee is aware* the Bureau hafs had seriiQ>ust—maTrn cement prob- 
lems at .the ITAC office and since the_fLc3t^of-the-yeiar has^had xmderway an in- 
tensive effort to, correct_thgse--prolirems»^^^^ it has recognized that the 

■22t=2SI?==^7S 10. 



luitare of tlils op«»tioii is a unique delJCvery system. As we implemeixt m a na ge:' 
ment improvements in tlie I!EAC af&tx, j^^e will keep this; potential and the Com- 
mission's xecommendation in xnind. - 

"WThat Is the I>eptortmentf s Sesponse to a proposal to leurther expand the role 
of the Seigibnal Service Center by inclndiaag: tfae operation of technical xissistance 
and administEation for other Tnd^f*^ r^g**^™^ hy other agencies ^ch as 

EI>A, EnJI>, etc-1. within the^ Service Center? ^ 

We "recogniase the- large amount of fragmentation involving T^ederal programs 
authorized foV Indian people. While /sporadic efforts have heen and contixme to 
L*e made^ to better coordiziate these programs, the total problem has nev^ been 
satisfactorily addressed. 

In* accford with t^*^ CrOT T?^^g^^ y>*« T^w^ Tnintf^nftii tlons?^ the Interior I>epartment 
plans to talce the lead in examining and responding to the recommendation for 
a separate Indian A^rency* I'artlciilarly if this prov^'to be feasible, it seenis logi- 
cal that in' the evolution of this process to provide for the Itlnd inter-ag«acy 
cooperation and coordination snggested by this Qnestiori. At this time, and 
esTpedally in the absence of contacts with the other Agencies, we are admittedly 
not able to give a definitive response. ^ 

Wbat are the I>epartment*s views on establishiag a legal office (general conn-- 
seVs office^ within SIA as opposed to retaining a division with the Solicitor's 
office^ within BIA? . 1 

We are opposed to" this idea. While some of tl?e rationale is appreciated we 
believe ther Secretary wonld find himself in an intolerable situation on many 
ij?su^- with- two lawyers giving legal advice. A third would be necessary to 
mcHjiitte differences.- 

^IPleasie respond to each recommendation of the IMTanagement Study regarding 
personnel naanagement listed on pag^ 6T of the Study and discussed mox^ fully 
in thte body of the study* 

SECTION >V. DIGEST OF RECOMMSHOATIOWS V . 



Recommendations 



Action 
required 



Finencial 
impact 



Estimated 
amount 



BUDGET PROCESS 

1. Establish a format plan nine system within SIA and 
iptesrate it into the present budaet-process. 

2* Reorganize tKidsetlns* planning, ami intergovern- 
mental relations into 1 integrated orgsnlzatkm. 

3. StinniUte Indian participation in the btidget process. 
Inchide all nonbanded area programs except trust 
funds in the agency htidgetibrmation pfocess hy 
fiscall979. 

5. Maice the t>odje t fpnction resimislble for variance 

aRalyses^ and performance reviews* 

6. Em pb«ize Indian partici pation and band analysis U» 

: the- BIA bodget review to the department, OMB, 
Preetdent, and Congress* 

7. Estpbfish annoal pfoject planning at erea and egency 

tevi^s .for all cootfnomg 'programs and moaitor 
perfor ma n ce quarterly on a personal basis^ alter- 
itt^ the; plan to reflect status changes.-^^ 

PERSONNEL MANAGEMENT 

8^ Strengthen Indian preference to Improve BIA ef* 
' ^f e c fl w en ess while contimtlttstD hlre» train and up- 
grade Indians for Bureau emptoyment.- 

9. Develop a human resources planning system using 
industrial engineering techniques to estafalist» ap- 



Executive. 

Executive. 

Executive, 
Executive. 



1-time cost^ 



$50,000 



Executive- 
Executive. 



Executive. 



Annual saving. 



250^000 



Executive. 



10. 



propriate stafling levels and position requirement, 
an aggressive^ recruittng pcogram to secure 



Develop _ 
qualified or trainable fndSam. 

11. Reorganize the^empipymen t ciasstfication system to 

Improve credibility.. 

12. Improve BIA employee relations pra ct ices- - , 

13. Develop training programs to meet specific BIA 

' requii'e mentis. 

14. Continue regtttar civil service .evaluations and up- 

grade person n e l man agement quality through De- 
partment of the Interior pcoject manager appoint- 



Executive. 

Executive. 
Executive.. 



{Annual saving 
l-time cost. 

{Annual cost. 
I-timei 



75,000,000 
430,000 

150^000 
50,000 



Executive. 
Executive. 
Executive. 



. l-'timecest....^ ^. 

/Annual a»t 

* \l-time cost.-.- - 
- Annual cost 



100, 000 
^ro,OTO 
200; OOO 
42,000 
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SECTION V. DIGEST OF RECOMMHNOATIONS— Continued 



, ' - Action Finandal Estimstod 

. Racommettdations ' reQuired impact amoun 

MANAGEMENT INFORMATION - ^ 

15. Es^Sltsh 'and Iftstatl perirorfnance meastiremflnt Executive Aonual savins.^ ; — • 15^000,000 

"StaiKla rds* * 

I6L Initiate a program to improve and facilitate general Executive — I ; . — 

oommunications between central office and field ^ 

supervisors, - * - 

17. Develop a-concise statement on criticat issues. Executive* ■ . •v : 

18. Improve the management by objectives program ^Executive : — — 

19* Expedite the automatic data processing modemizs- pxitcutitm /Annual cost 1 — 10.000,000 

tion study to insure completion by Jan. 1^ 1977. ^v^m^^^ lAvoidance 

20» Completeapplicationanalysis saction of the modem-. Executive: ^ ^ 

~ ^ ization study by Oct. 1» 1976. % - 

21» Add remote access .and interactive capabitttjes to Executive . — TL 

reduce processina time and increase computer 
program development eflictency. 



22. Develop an invei&Diy system tor a comprehensive Executive Annual saving 6, 000, COO 

equipment management system, ' - 

23. Develop standardized matenat and supply inventory /Annual saving , 5, 000, 000 

systems* txecuove \l-time savmg , 20,000,000 

2, JE^tizhlisJh a formal planninff system tintTiijt ^JJL an^ integrate it into the 
.present hudffct process 
Jl^X^ ixL principle but it will take time to accomplisli. :Aiiy organixatioxial and 
f andipg ft^Ti^tm^T^tf? wUl be directed, toward implementing tbis concept- To supr 
port tMs. we need tor 1) develop and document an assessment of bnman and nat* 
ural tribal assets and potential and provide an evaluation of resotzrces avaU- 
' able f rom otlictr Federal, State, local and private agencies ; 2) .adopt a formal, 
integrated progress records and reporting system ; and, 3 ) strengthen local 
I tribal) involvement and planning capacities to insure budget priorities are 
tribal priorities. ^ ^. : ^ * - 

2^ Jieorganize ImdffettTtff^ plannint^ and^ intergo'veminental relations into one in-- 
^ teffrateel orffanization , 
.Agree tbat Sadgeting and Planning should be integrated but not wltb Inter- 
. governmental Relations whicb sliould operate outside tbe budget and planning 
organisation* Mazcimtmi cooperation and interchange of data should be encour- 
aged, careful monitoring of the operation and of the general direction of its 
efforts should be undertaken. We will explore further the -^possible benefits of 
consolidating the Central, Office organization into one physical location- — ' 

3- Stimtitc^e Indian participation in the Jmdget process ^ 

Agree with this recommendation. The move to tribe-by-tribe budgeting, now 
underway,, will increase Indian participation in the Sudget process. Improved 
I>erIodlc reporting on program dev^opment and progress will help - stimulate 
and ?n«f«tftfy TrtriiftTi interest. Also, need ^ to develop tribal participation in. the 
budget process at the national level, possibly Oirough the offices of natioz3taI 
rrlbal organizations. 

4, Include all non^J>anded area prpfframs^ except trust funds, in tTie A^gency, Tyudget 
■ fortnation process 'by ^cal year 1979 r 

Agree in general but too late for 1979. Our stated goal, and t±ie general 
trendy is to include increasing amounts of band doUars^-at the tribal level for 
^l^heir determination as to priority levels. Tribes ''have recently been surveyed 
n.s to which pro grams should be included in the band and which would be ex- 
cluded. Our 1979 band forms and guidelines were developed based on chis 
.• survesr:. \'- ' - . ' 

J. Malce iJte Intdget function responsible fdr rariance analyses aitd performance 
• V •■ . rexHetcs ; — . 1 

Agree that accountability and program and Bureau i>erformance need to be 
fr-y.stexnatically reviewed, but this should be carried out at a level higher than 



tlie Sndset office. :Becoiiunei3oi reports be produced twice a yesLr rather than 
^iiaztefrly, atxma-yearaixdasaiiineartbe ezidof each^ear. * 

:£fsnp^a^ise Jn^ia^^ and. Inxna analysis in tTte SZA. tntdoet revievf 



^ with reco pimen d a tloiis. Similar to nrunber 3 and slionld probablT- t>e> 

combined witb it. General need to elartCy the nature, pmrpose and appUcation 
<^ tile Ba2m_proce8s and to certUCy the degree of Indian participation in the^ 
Sndset and Sand process. Ati effort, to this end will be made In fntore bndset 
: cycles. The snceessf ul incdnsion of national tribal sronps into the priority se^uur 
functions will belp. j 

- 7- Establish, annwd jtroject planning at area, andr agency Je-veZs.for- all continuing 
proffrants and monitor performance Quarterly on a personal Ikosis €tlterivur 
the ptan to reflect status chanffes C / ^ 

Asree but semi-anntial reviews rather than quarterly. A prerequisite to thi-* 
recozmnendanon Is the adoption of a^rosress records and reports system as- 
recommended under number O- 

<ra3rWiXJK OTATCS aKPOBrr— rTTSCTJOTtAi. SE06a£:UKm>AXX02S^S ^BOKEAXr OF- nrorAjT 

T. TJte Intdffet process ^ / - 

^ comprehMi^ve re^ew of Sureau of Indian 'Affairs c^>erations and problems 
must first include a consideration of the xtnique and coniplicated nature of its" 
duties. As,noted. in .the report, the Sureau is unique - . . "because the <dient fit. 

£**"^5 ^tirfpates in the budget process ... wbich allows tribal 
councils to set priorities for sheeted programs.** 

-^e Bureau ^ also ^ixag^ in 'tbat It Is responsible for administering a wide 
va^ety of sodaVand economic programs, e&ch essential to the wen-being of the 
Indians and eadr requiring their own special -expertise and considerations, oaiis 
Mfces fOT an .TOUsuaHy diverse and complex, effort, requiring a good deal of 
coordinatioii, that Is-not normally found in other JPedexal and private A£rencie< 
pOs situation, is furtier complicated by the Bureau's requirement to^cesoond 
to a trust rMponsibiUty In protecting the resources and assets of the In<£tan 
Mbes and ^fJ^J^^J^;^rs^ 'Ttda trust responsibility, which requires a specifle 

l^'^°^»f.JS^^^>^^^ ^ sheeted programs, creates a limiting -effeSlo^ 
-the aexIbilXt y^of t he Bureau's operation. — 

-Another restricting factor in the Bureau's pirogram and operating fiexlbilitv- 
occTO wben-^wngre^ requirements are made^ pr<^de pred^ 

temauedlevels service and funding for selected programsL l^aTeither the Tribes 
2?!-*^* J??^° bave the^ option of assigning priorities to titese programs and 
*^^"^^^^*^°^"*^***'^**'®'^^«s<»*>I^*»«d<>'»<^<I«ttie Bureau ^ T~ 

wltb re^>ect ^ the general criteria listed in i»Ses lO and IX of the report, 
we^a^ee tbat a^er»ice to the management principles outlined in these criteria 
is desirable for the effective.op^stions of a Budget and planning system. We bave 
«2^^^^1!Sli^!l?S^J?^^ on our status concerning most of these <aitena in 
onr remarto made on the speelfle recommendatloPH iiatwrt- «»«^t^ page 13. 
of tbe z^>OTt. ,J5enerBlly, -we liave been aware of the problems and deficiencies^ 
mentioned in therecommeudations made in the report. While we are not in 
XMrnqEftete agTMuiCTtt that all the s^iggested Changes wm Imve «>eneficial effects, 
we^o reco^ii^e that most of them are worthwbUe and should be adopted, at 
least in part. in:. most cases, we are already in various stages of ad<»>tln^ these 
sus^tions. Mort of these recommendations are sweeping or wlH xeouire ex. 
ten^ve changes in our operation and will talce time to com^te ^ ^ 

I^ie rnore. dOT the Bureau and tribal governments become In the 

concept of Indian self-determination and Indian participation in the Bureau 
lfn<^t and pr^ranrplanning process the more need there will be^for Icey tribal 
st^tmembexs to be trained in the technicalities of budget development ^d pr^ 
^tetion. Oliese/f^me.Jndivld in ^ 

«baX government^ Jb^ndgjet function In order to provide some continuity tS- 
tribal i>rograms and efforts from administratlon-to-administrallon. 
lmSi.^M^^hSS^ that-an extensive training program be dev^oped aiid 

Bureau manapers and tribal governments. Keco^ilzins> 
^^S'^.SSSL^y^^Il, governments ^d, in ma^ ^^^^SS^^ 

financi^ constrz^ts, ,tbe. Bureau sbould fund a permanent trfbal staff^of in-^ 

their respective tribes with responsibnitiS^dfT^o^dff^- 
continued technical assistance to the tribe in terms of tbe Bureau Sdgetpro^^K 



. Xo. X. Establish, a formal pi aiming system within BIA and integrate it into 
the present btxdset process. 

We^ agree with this recommendation. In principle. It will taice time to . pnll 
. this activity" together in a way that will enable ns to properly integrate planning 
into the budget inrocess. Sowever^ any orgnniTO,tional and funding adjustments 
will be directed toward implementing this concept. Also, in. sapi>ort of the plan- 
^ling operation, an Integrated progress records and reporting system C&ccount- 
Ability> is essential and will be adopted* ' 

The consolidation of the planning and 'budget processes is a los^cal approach 
to providing the tribes with more meaningful and better information* It will 
provide a better working relationship between the tribes and SIA. Thfs im- 
pr6v€^d r^ation^iip is essential if the tribes are to take full advantage of the 
aelf^ef erm 1 n ation opportunities being made available under I^blic Law OS-* 
-€38. - • 

In developing realistic , compr^ensive plans, "all rwtential -resources must be 
accounted for and considered. This will involve a wide variety of activities that 
^re not* always under local control or are sponsored by other Federal, State or , 
local Ag^encies as well as private entities. Kesources that are available outside 
the SIA jurisdiction is a factor that has never been prox>erly considered in 
the past when developing BIA program plans. In many -of tbese instances, SIA 
may provide supi>orting funds and/or services but cannot control these activities 
or do much of the actual planning Involving these activities. It does not; how- 
^ver« eliminater the need for assessment of the Ipcal situation and evaluation of 
^ these resources when developing local and Bureau^wide programs. 

To be truly effective and TneflnlTig^ful, comprehensive planning imust have its 
^renesis at the local level and the primary local planner must be the tribe. 3Xany 
"tribes do not have the capability necessary to produce acceptable planning 
documents nor do they have the financfal resources necessary to hire competent 
planners. There is a need to . strengthen tribal planning caii^cities if we axe to" 
have meaningptul tribal priorities. It is essential tl£i^tf''^Sbrities established in 
overall Sureau planning be developed at the tribal level. To accomplish this, 
one emphasis of self-determination grants could be for local' tribal planning. 

We agree that before any long range plans are developed^ the tribe's present 
^situation should be carefully documented^ These antalyses ^ould include a com- 
prehensive inventory of tribal assets and "potential^ both hxunazi*and natural^ 
and <?hould also include a survey of its current social and economic conditions. 
The Bureau is constantly encouraging Tribal efforts to document their resources 
and such analyses already exist in varying degrees of completion for a number 
<if tribes. These could become the basis for more comprehendive efforts required 
for long-range planning. Although a number of attempts have been znade in tJbie 
past to promote long-range planning in the BIA:^ none of these 'attempts have 
been particularly succsessfnl and none "have produced much in the ntature of 
u^!oful or workable plans. This can be attributed, in part., to a lack of commlt- 
menr and foUbw-through on the part of the BIA and a lack of understanding 
by the tribes: It also reflects a continuum of change in Bureau leadership. 

TJie proposed approach in this recom mendation Is to identify total needs^ and 
an optimum condition then draw up a 5-year plan to achieve It* However, unless 
tbe rfdditlonal resources needed to attain" this goal are available^ the end pro*" 
duct will be purely theoreticaL 

Tn constructioru economic development* land development andlaiew activities^ 
a 5-year plan Is especially valuable. On the other hand for the^Ey-to-day activi- 
ties mi»Tdlng tip many of the programs a simple restructuring or reorganizing of 
th^ exi5?ting programs is a more practical focus than long-range planning. 

Further, working with tribes on the budget process and program' plans beyond 
the IS month period presently being used will generate some difficulties because 
of the rapid turnover in tribal leaders in many tribes. There Is a tendency 'for 
newly elected tribal oflldals to reject plans and proposals develoi)ed and endorsed, . 
by- previous adniini57tiration5; to the extent that much of the long-range planning 
developed at^tlie tribal level tends to be changed fronuycar to year. We believe 
this to be a real life^factor concerning which the Congress and the administra* 
tiofti must be acut^y aware. - 

?Co. 2. Beorganize Budgeting, Planning and Intergovernmental. Belations into 
one Integrated Organizatioii- 

With' ttie exception of Tntex^«>vemmental relations, which we feel should not 
become a part of this proi>osed budgf^tihg and planning oirrani^tfon. we agree 
with this recommendation- The mating of budget and planning activities into one 
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operatian would present a strong focal point for the entire planning and budget- 
ing process and would be particala.rlyv appropriate and advantageous with the 
establishment of a formal planning system (as proix)sed in recommendation 
No. JL From a Bureau-wide viewpoint, the functions of budget and planning 
should naturally go hand-in-hand. However, the chart in the study report seems 
to propose a planning line from Central OflBce to Agency to tribe, by-passiag the 
regular line organization. As we are now organized, such a change would involve 
; every function in the Bureau. 

Whatever organizational arrangement Is adopted it is important that maxi- 
mum cooperation and interchange of data between the operating units be en- 
couraged. These groups should be very flexible and kept as informal as possible. 

To mnfn t ain the integrity of the proposed organization it would undoubtedly^be 
desirable to conduct periodic checks on the operation and on the general direction 
of its efforts. A careful monitoring of the operation could also leisid to program 
revisions and the introduction of new ideas as the* budget cycle moves fonvard 
- and experience is gained 

With resiject to intergovernmental relations, we recommend that the activity 
retain its independence or operate outside the province of the budget and planning 
operation. In any case, wherever this function is placed, it should be (as it isj 
a liaison coordinating and reporting unit. The responsibility for coordinating a 
BIA program with other Agencies rests with the program people at various 
levels and not with the intergovernmental relations office. However, this in no 
way detracts from the recognized importance of coordination with t>ther agencies 
in the budget process. The report also recommends that the Central Office or- 
ganization be consolidated into one physical location. It is possible that some 
benefits would be derived from this recommendation and this will be explored in 
greater depth in the time immediately ahead. 

Xo. 3. Stimulate Indian participation in the budget process. 

We agree with the general recommendation. 

It is recognized that althoujdi Burean efforts to stimuliit^ Indian interest and 
participation in the budget process have increas«^ In the ^ast several years^ 
there is still a great deal of ai>athy and distrust on the i>art of mjacny tribes insofar 
as budget preparation and development are con<?erned- With ittcreasing interest 
in Indian self-determination it becomes corresp«udingIy important for tribes to 
become familiar with the budget process and to ^Uy participate in Its develop- 
ment. • 

The Bureau intends to move toward budgeting on a trIbe-by-tribe basis. When 
this plan becomes functional, it will go a long way toward stimulating. Indian 
participation in the budget process. - 

The question "then becomes how to reduce frustration on the part of Tribes 
when their plans do not generate as much progress as they anticipate. In this 
instance, periodic reporting on program development during each current year, 
as suggested in recommendation number 7, would h^p. Also, the new computer 
network and more computer capability will provide a new opportunity to keep 
each tribe informed as the budget year progresses. 

At some point in time after the program plans have been developed and fund- 
ing allocations have been made, a monitoring system should be* applied to measure 
the amount of funding each tribe receives in relation to total BIA funding and 
the e.^pressed tribal priorities. Hopefully, such* a monitoring system will indicate 
that funds are being distributed along priorities developed 

Xo. 4. Include all nonbanded area programs except trust funds in the agency 
budget formation process by fiscal year 1979. 

In generaU we agree with the principle of this recommendation. In order to 
have good program planning by tribes at the Agency level. It Is necessary for 
them to Icnow what assistance they can expect from other levels of the Bureau. 
Therefore, at the time they make funding priority decisions and develop program 
plans, intormation on other program assistance from the Area and Central Office 
sources should be available to them. ' 

A 'Report that will provide total cost figures at the Agency level and a further - 
breakout of the controllecl and uncontrolled figures as suggested in this recom- 
mendation will provide each tT2::c with the basic Information necessary for real- 
istic budgeting and would certainly improve local planning possibilities. It would 
be especially useful for tribes that are considering taking advantage of self-deter- 
mination options provided under Public Law OS-^JSS. We are moving affirmatively 
in this direction. 



Tlie Imcdcbone of snccessfuKribttl plannins^ however^ remains witli the success- 
ful apT>licatioii of tlie band, process and in order to indxide tribal leaders in as 
many; aspects of tlie budget process as possible, last January we sent a question- 
naire to eacii Tribal Cbairman as well as to each Area I>irector and Superinten- 
dent and asked tbem whicb programs or activities they would nice to liave on 
the'Sand and which they would prefer be left off. Based ou the responses we re- 
ceived, we developed the Band- forms *irtd stiidelines whicb are currently b eing 
used for the fiscal year 1970 budget cycle. Altliou^' there is agreement among 
most tribal leaders and supporters of the Band process that if the pro cess is to be 
successful it must be applied to a maximum number of Bureau programs^ and 
developed at tbe lowest possible level; we are too far into the fiscal year 1979 
budget cycle to attempt naaj or adjustments* Our stated goal and the general 
trend is to include increasing amounts of band dollars at the tribal level for their 
determinations as to priority levels but; this can^t be completed all at once. How- 
ever, our 1979 budget effort moves strongly Ifx this direction. 

It should be noted that inclusion in the Band system of some of the programs 
not currentlv on the 3Sand at the tribal level becomes, in some cases, a policy 
question and'^ will require the full support of OMB, the Department, and the pro- 
gram directors that will be affected by sucb changes, -flJso, if it is determined 
that alloc^ited costs are to be changed thtrough local decisions, then we can pro- 
ceed with tbis proposal. However, if they can'^t* then there is not much i>oint in 
pursuing this/ A. careful consideration of T<liat impact cost allocations could bave 
on budget decisions should be made. 

Finally, the report suggests tlie need for an equity determination. Tbis is a par- 
ticularly troublesome problem that hf'.s been with us for a long time. The further 
we zo into local planning the more this will become an issue that will bave to be 
resolved. - - ^ 

Xo. 5^ Make the budget function responsible for variance analyses and perform- 
ance review^ ' * - - 

We agreo that accountability has long been neglected by the Bureau and that 
there i-s a need to review program and overall Bureau performance on an orderly 
and systematic basis. We plan to move positively on this. A. formal, semi-annual 
review of current program i>erformance and budget variations requiring correc- 
tive actions as the current year progresses would provide a better trail of ^^e 
changes that occur during the operating year -and would eliminate end of y^SSr 
snap decisions and program actions. It would tend to produce more even pro- 
gram development on" a year round basis. 

We also agree wittt tbe analysis tbat effective, uniform api^lu-^ation of appro- 
priate' analyses procedures can serve management both as a control and a m^dtiva- 
tional device and that i>erformance reviews aid managers in establishing proper 
corrective action to* bring operating activities plans into line. 

The Bureau does not consist of one single program or activity^ but is made up 
of a number of complex and diverse programs. The role of program performance 
review and the accompanying program a*3justments properly belongs with, each 
Xerogram office and should be the responsibility of each I^rogram IMrector or 
manager. 

Over:ill performance review and supervision belongs at a highet level than in 
th^ Budget office where sufficient authority exists to require that corrective ac- 
tions l>e taken to resolve program deficiencies. The role of the Budget office in this 
operation should be mainly that of data gathering, tabulation coordination and 
dissemination of information among the various Program activities* As part of 
this activity- Budget should have the responsibility of developing adequate ^per- 
formance measurements to indicate if each Program activity and tbe Bureau as 
a whole are performing on schedule. This would be In the form of a staff review 
process for the Commissioner or Assistant Secretary. 

The Bureau bas attempted to develop periodic reviews and evaluation of pro- 
gram development and variations in^the past- The effectiveness and benefits from 
such actions were minimal because there was little dedication to the process and 
a complete laclc of follow through existed. The suggested quarterly review of 
program progress is .excefisive. If this operation is to be done effectively it must 
be done in setne deptb and will be quite time consuming. Quarterly reporting will 
require too much time* Reviewing conditions at approximately mid-year and 
again near the end of each year will be adequate and will be more receptive to 
the ojwrating personnel charged with the respots^ilbility of producing these reports* 
■ Xo. 6- Emphasize Indian participation and band analysis in the BIA budget 
review to the *I>epartment, O^IB» Pre5d^dent and Congress. 



fThiB irecommendatlon is closelj- related to recommendation Jfo. 3^ to '^StLmnlate 
- ^Z^H . ^ tlie bud^t process** and ahoald probably be combined 

We asree tbat tbere exists a s^eal: deal confnslon xegaxdins* tlie nature, 
ptirpose and appUcation of tHe Sand process as far as Indian program develop- 
^^rj^ concerned and the cnrrent: dejcree of Indian participation in tlie Snd^et 
and sand process. OTbis confusion exists at all lev^ of l>ndset development and 
"O^me r^^ult of a lack of proper public relations on tbe part of tbe Snrean as far 
as^t2ie..JBand process is concerned* Secanse we bave been applying tbe Band 
process tir-bn^set development for a number of years,^ we tend to it for 

^^^^f^^^^ it ls-cl<^jrly understood and appreciated by aU wbo come in contact 
vintb ic We are probaWy^oxotsuflaclently cospilzant of tribal personnel cban^es. 

We also a^ree tbac addio^maldocumentation and support of tribal priorities 
and bfl^ed programs sbould be et^trls^ identified and tbe decree of Indian par- 
ticipation in tbe Band process and in tBi^Smdset review sbould be documented 
and madea part of tbe budsret pres^tation tjfiictr4s.s«it forward to tbe I>epart- 
nient* OaEB, and Congress, ^ concentrated effort to tba^nend will be made by tbe 
Bureau in future Budget cycles- ...^.^ 

If we are successful in indudizi^r national tribal j^roups into tbe^riocity setting 
functions of tbe budgret cyde. tbis would go a lon^ way toward Inerea^^-xecos- 
mtion of tbe tribal influence in BIA. Imd^^t development. 

^ :No. ,T-: Bstablisb m i n ua l project plannio^ at area and agrency levels for all con- 
tinuin^ programs and monitor performance quarterly on a personal basis, alter- 
xu,ic tbe plan to reflect status cban^es. 

We ^t^ree: in principle witli tbis recommendation but* as noted under recom- 
niendation rco. 5, we consider <iuarterly reviews as beinsr too firequent and would 
tend to be counter productive. If program personnel are charged watb only two 
Key reporting dates eacb year there is a better chance that these dates will be 
honored. Ercperience indicates that anything more fre<iuent than this reQuires^^too 
mu<A effort and Just does not happen on a continuing basis. The adoption of a 
progress records and reports system, discu5ised under recommendation 2^o. X, is 
an absolute prerecjuisite. There is no point in mafting plans if the ability and tools 
liecessary to monitor progress on those plans does not exist. 

rco. S. Strengthen Indian Rref erence to improve BI-A. effectiveness while con- 
tinixing to hire, train and upgrade Indians for bureau employment. 

Action I>lan Item JSIt-S — On May I9TT, a new poUcy guideline was issued 
concerning the qualification and selection procesrs specifically relating to adminisy- 
tration of Indian Inference. Qualification Training now going in Albuoueroue 
for all Staffing Specialists. ^ ^ V* 

iCo. S. I>evelop a human resources planning system using industrial engineering 
teicbniques to establish- appropriate stafiSng levels and position requirements. 

-Action Plan Item HB-l — ^Mr. I>avid Hector from Federal Executive Develop- 
ment Program hired to develop and forecast needs and design ongoing system- 
He is still worlcing on project. 

Xo. lO. I>evelop an aggressive recruiting pro^nram to secure qualified or train* * 
able Indians. 

Action Plan Items and 3—1^ fiscal year 1979 Budget request we have' 

indicated noed for txmas ^na ceiling for 1st Indian f- alee and development pro- 
gram. Will be long range program to meet manpow nteeds in professional and 
administration positions. Still in planning, <a> on Koing positive recruitment, 
fb) centralized Indian skills inventory, and (c) centralized Indian Affairs Jobs^ 
avnilability listing. - 

Xo- IZ. Reorganize the employment classification system to Improve credibility. 

Action Plan Items 11— A, C & I> — Staff capabiUty has been increased in Central 
•Ofllce. Classification guidelines have been issued for several positions and more 
will be worked. Organization plazming and position management policy issued 
{ISrrz^ Xew reporting procedures for cyclic audits published. Policy communi- 
cating OommLs5dons support regarding accurate position descriptions issued June 
ISTT. Continue to provide onsite te<Aziical assistance. 

Xo. 12: Improve BIA employee relations practices. 

Xo sx>eclflc action item covers employee relations, however. Implementation of 
all steps will 'imprt>ve all areas discussed in this report, i.e., proper claf^sification 
and pay. better recruiting:, revise' Performance .Evaluation program, and accom- 
plish training as planned and listed in response to recommendation 13. 



I^^o..X3. I>e^elop tralnfug pzt^^rstms to' meet f^pedfie SI^ irequirements. " 
^durtiojx JPlaJx Ztezzus aia^ j^— Coinmimica.tion worl£2»l20p«4 in JPecsozmel 

TVf anagemen t: eitl iei" completed or iti prod^ress Tor all Ajrea. Offices. Indiajci Intake 
- 3E*rogram for n: 1S7» covered In recommend&rion^ lO* ICew training^ modules de- 
%*elopeci and'imbli^ed ODt <jL> the BUl Career I>eveiopment ijytstem, (2) I^romo- 
don and internal placement, <3) Freedom of Znformation and X*rivacy Act. ^ine^ 
more modules are now in development sta^ets^ 

>ro. i:^ Continue re^rnlar Civil Sejrrtce evalixations and ni^^rade iiersonnel man- 
a£rement QualitT* tiiroug^i I>epartm<^nt: of Interior I*roject Manager apx>ointment^ 
Xtegnla r CSC evaluatiomj will continue accordinjgr to CSC scliednle. I*roiect 
" Manasrer from I>epanment liajs been extended.: In addition^ tlie Bureau lias estab* 
IJslxed a Brandi of JPersonnel ^lanasement Svalxzarlon in tbe Division of JPer- 
sonnel Manngement. Tlxis branch, will conduct evaluations, coordinating where 
po82jible with the Civil Service Commission and the I>epa2rtment. * 

Jl »erie$ of even t.s have taken place over the past few years which has resulted 
in a joint effort on the part of ^e Office of the Secretary and the Bureau of Indian^ 
Aff ai r s to cooperatively work in improving: the Bureau's I I^ersonnel Alanai^ement 
i^rogram. This led. In April i076. to desi£7xatin^ a ^Project Mana^^er from the I>e- 
partment: workinpr full»time with Bureau MaTiag^nent. in both the Washin^on 
office and all of the field activities to continue studies for personnel management 
.^Improvement. As a result of an Intensive study tlie present I*ersonnel 31^mase- 
/ ment Action JPlan was approved by the Commi^zsioner on January 3» IdTT^ Most of 
the findings and recommendations of the. American Indian I^olicy Review Com- 
mission tend to dovetail with onr own reviews and Personnel Management Action 
Plan* Many of these steps have been <rompleted or progpiress is beinj^ made toward 
implementation of the recommendations. At approximately the same time a 
nationwide recruiting effort took place to fill the vacant Chief Personnel Officer 
position. One more measure provided several additional positions to the nnder- 
staffed Washington office. Division of Personnel 3^Ianagement. This permitted 
restructuring the Branch of Position Classification and establishing a Branch 
of Management Eva Ina tion, I>aring the summer the Personnel Action Plan is 
being reassessed and win l>e reissued in an npdated format in September. The 
Office of the Secretary hft? a continning and strong comn^tment to give assistance 
^^guidance to the Burean of Indian Affairs in the common effort to improve 
Burean-^personnel znanagement* 

Action Plan .Item ITR 5, 8 and 9 speak to this recommendation* 

(S) Indian preference will be strengthened in the qualification process. TTe 
have recognis^ed the need for increased guidelines and training in resspect to the 
administration of the qualification process. Recently issued guidelines stress^ .the 
need for quality staffing procedore? as they relate to the determination of 
qnallficaHons as well as speeifie factonTtoJ^e considered regarding the acceptabil- 
ity of candidates. In addition a. Bnrean-wide-teaining session will be conducted 
this month which win eqnip the Personnel Stafilnjr-element with greater und«^r- 
standing and improved -expertise resulting in better ^xxaH^y candidates in the 
Burean* ' - 

Beali2ing the need for olarification in recruitment of Indians, procedural 
guidelines were issued for exi>anding the area of consideration and ntill^tion 
of job design* These guidelines were designed to emphasize the need to make 
concerted efforts to recruit highly qualified candidates- A separate clear f^tate- 
ment for non-Zndian candidates to read and sdgn concerning Indian preference 
and the effects it: will have on employment or promotional possxh ili ' tie ig^has Ueeri 
puhlished. A <dearer understanding by the non-Indian employees will tend to 
eliminate a certain amount of unrest generated after a few months of employment 
in the Bureau. 

The report says that the Bureau has three categories' •'BHghly Qnallfied*'* 
**<5ualiflfd'^ and **Minimally Qualified*** It must be pointed out that within our 
pexsozmel system of rating Applications to determine who is qualified for a: Job, 
we do not have a category for **MinimaIIy Qualified*^ individuals. I think the con- 
fusion migh t arise In the language xtsed by the Civil 'Service'^Comhslsston wherein^ 
they prefer to *^infmmn qualification,^ Perhaps It might eliminate this type of 
confusion hy merely xistng the word qualifications. XSveryone — Indian or non- 
Indian — must meet the basic qualifications standards as outlined by the Civil 
Service Commission or the Bureau*s excepted qnalification standards. That is to 
say. If two Individuals apply for a i>osition — one Indian and one non-Indian, and 
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they are botli found to meet tlie basic qualifications I have just mentioned, then 
they axe hoth qualified- — not minimally qualified. The use of the other two 
catejBcories "Kijrhly Qualified and Best Qualified:" is a requirement under Civil 
Sex-vice resnlations. However, this process Is a part of the ranking process to 
determine who the t>est qualified candidates will be for referral, and not part of 
the process for determining who is qualified for the job* Qualified non-Indian 
candidates cannot be considered for positions as Ion*? asrthere are qtxalified Indian 
candidates available. It's conceivable that by having two categories, "qualified 
and nor qualified/' and eliminating the ranking process might hasten recruit- 
•ment-; however, there should be some tool used to designate the ^^best" applicants' 
for the position. ^ ^ . . „^ ^ 

(9* Action plan Item HR-X speaks to this issue. An employee who is an EPA 
participant in the Federal Executive I>evelopment Program has undertaken t-he 
project of estimating the Sureau*s manpower needs and designing a continuing 
• forecasting system. This employee started on a full-time basis April 4, for 1^ 
months, then spent one month away from the project while assigned to the 
President's Reorganization Project- Upon his return he will be able to continue 
the forecasting work on a part-time basis. 

The use of industrial engineering work measurement teolini<iues may be used 
for certain types of functions in the measurable productivity units. However^ 
there will be functions within the Burean that will require utilization of other 
techniques to develop manpower re<iuirements. We also agree that t±ie Burean is 
presently lacking in personnel and program performance standards. The Burean 
has a plan to meet this need through the development of performance guidelines 
and manpower utilization studies throughout the Bureau, which is now being im- 
plemented. We are unable to concur with the generalized, but nnsupported state- 
ment that 575rOCK>,000 in annual savings will take place if industrial engineering ^ 
techniques were applied- We would be happy, however, to review any back-up 
material the Commission might have in order to study further its applicability to 

the Bureau, 

(lO> Action Items Btr-2 and 3 speak to this issue. While this is a specific item 
in the Bureau's actif>n plan, it is running behind schedule* The plan calls for 
hiring for one year- a Project I-eader to develop (a> t positive recruitment sys- 
tem, ^b> a centi-al^ed Indian Affairs jobs available listing and^ (c) a central- 
ized Indian skills inventory* A candidate was selected who subsequently declined 
and we ar*> still in the process to start this action it em_ 

Despite these initial delays, through the normal fiscal year 1970 budget proc- 
oi5s the BurexCn^has already indicated the need for 1.00 ceiling slots pins funds 
to cover the first Indian intake and development increment to commence Octo- 
Ix^r 197S, This long-ransre program to meet forecasted manpower needs in all pro- 
fes.«=ionaI and administrative management occupations will start addressing the 
i^i<;ne of adeQuate mmibers of Qualified Indian employees in years to come, 
(11) Action plan Items 11A-I>, speak to this recommendation. 

.Questions regarding development of single agency standards or separate 
distinct occupational series for BIA can be answered by reference to llA. 

Questions related to improving clasa^If?cation systems and procedures can 
be nns weired by reference to 11 B. 

Qnestions relisting to nwnagement support re<iuired to improve the re^ 
^ipon^civeness and credibility of the <^assification process can be answered 
by reference to IIC, 

Questions about filling clas:sIfication vacancies .and training classifiers 
and line mnnagement officials can be answered by reference to 3.1.I>. 
Jteorganize the Employment Classification System to Improve Credibility* 
f nA> Z>e^'e7<*p a .^^parntr:^ district occttpationuZ ser^^^ for RIA to r^orf^a^nlze 
ifs Tt^cdj^^ — XVe disagree with this recommendation. Most Bureau po55l- . 

tions can l>e evaluated by comparison to erfsting Civil Service Commission 
s:ranr3ards. In addition, single agency- 5=tandards require prior OSC approval 
whir-h !<; extremely rime cr^nsnming. The CSC involvement in converting to the 
Factor Evaluation System over the next five years would further delay review 
and nr>T>rai=;%"l of proposted 151^ standards. The major problem in the past has 
ne<^n the lnc"k of classification 'guidance from Burean headquarters. The Area 
Offices went tlieir separate wnys : miscla.-^ification and serious Iriconslstencles 
resulte<l and are the major problems we -face today. We are vigorously attaolc- 
inir thi55 problem by developing classification guidelines for specific occupations 
for our fip-ld activities. These guidelines are based on paper reviews, pn=sit€r-^ 
vizirs, d'^^k audits and input and assistance from Central Office^iid -A^rea I^ro- 
sram managers. I>epending on the particular occupaMon^Tieing studied, the 
guidelines contain series and titlin^g instructionsV' ro.odel position descriptions 



and classlQcatloii xatio£LaIe. indicating standards reference and interpretations of 
Srade level detenziinations. These guided liave tlie saxnevixnpact as single a genc y 
standards, do not reanire CSC approval, and will result in more consistent^ ae- 
<mrate and timely dassiflcartion decisions* SfToxts completed or cnrrently under- 
way are as follows i . ^ T t 

Vocational JDevelopment Specialists (completed March jtSTT) , . 

Teachers (completed March 1977). 

Education ^ds.^nd Technicians (estimated July 3L977 completions)^ ' 
X*aw Enforcement and IPolice Officers JPo^itions (estimate 3tily 1977 com- 
; pletions). ' 

Wage. Grade P'ositions (guidelines issued, in ^ardt and Jime 19*4 ; ton- 
tfnulng)^ ^ ^ 

Clerical Positions (estimate July 1977 completion >. * ^ 

Tril>al Operations (estimate August 197T completion,) • . 
ilousins: I>eveIopment (estimate late Summer 1977 completion) • 
Title JPlant JPositions (estimate July 1977 completion) • ^ 
/Rsf^fl Tgr> giTt*^T^ ^A^stimate^B'all 1977 completion)^ " 
^dministratlOE. Ulaiiagers/oaicers (estimate late Summer 1977 comple- 
tion). ' * * - 
Social TTorlcers (estimate July 1977 completion)*. . 

Superintendents '(continuing: project^ completion date not determined)-- 
Z^osition Changes Kesultin^ from FJL- 93-638 Actions Cestimate July 1977 ^ 
completion). . ' • r ^ ^ \ 

TV^e plan to study other areas in the near lutux^ including* Jfore^try, realty, 
apiiralsal^ plant TTWTmg^rrtoT^f '^ credi^ industrial development^ etc 
(IIJB) 2Tiere w> orgarvised. TemeHo ^olxoy^ A, regtOar system of classification 
audits must &e estalfJisTied^ — ^We agree completely ^vitli this recommendation and 
32a ve tsLben. positive actions toward achieving these objectives. These acti^ons 
rsare designed to streamline and systematize-the classification process ^ tb mal^e it 
zckore effective and efficient •and to improve credibility. Tlie folio wing examples; 
xtxse illustxjfltlve r - 
I>eveloped policy material on orgftTx^ rf^t^^ pl«-n?n f ng and positions man- 
:^gement improvement procedures approved l>y the -Acting I>eputy CJommis- 
^ioner on^ 3Iay t^, 1977. Shoxiid improve organizational -and i>osition design 
:and force more effective^ efficient ijse o£3iuman resources. . . - < 

X>raf t input to the proposed I>epartment Manual covering position classifi- 
cation was accepted virtually unchanged. iPinal version vrill contain overall 
policy guidance in position classification. Sstimate completion' of Bureau 
action ipt late -Rummer 197T* 

Reminded fi^d activities of cyclic review re- .4-remfents and collected, data 
- for first six montlis of fiscal year 1977^ I>evej.oped new ^format for data re- 
porting beginning witli second lialf of fiscal year 197T. Tails is a continuing 
effort and will eventttally result in a planned^ systematic classification pro- 
gram.. ' * ^ r 

D irected field activities to conduct statutory anniaal^jget ^iew of :p ositiong — 
<Wliitt«i Review) and report results to the Central Office hy the end of the 
fiscal' year. ^ ^ ' 

. Two policy papers related to the TTydfan Preference impact on position 
classification are currently being prepared. One relates to exceptions to 
merit promotion procedures because of Hie assignment of additional duties 
to po^tioiisTthe other deals with ^^gUTignfgTii-ng- between^ntew and successor 
postfions."" ^ 
■■-^ (HC) — 37op -Mimf oi^ement stipport^ ctlenriy communicattjA to aJl l&vels, is <r&- 
solutely neoessarp ftyr sy^t&n intefrrity^ The^ Comm£s9i07ter must clearly communis 
cate Tiis commitTtterU artd^ support ta ensure tKat classifies, andl Jine^mawtgers are 
properly trained system xntegrxty, — -"We fuHy agp«e wf&i tbis' xecommendation 
and believe it to t^e absolutely essential if we are to significantly improve the per- 
sozmel program. SdEanagement support is critical at -the Central Office. Area and 
A^^cy l^'^els because it is tbe one tngredi«at necessary for overall program 
improvement. It affects all functional aspects of the personnel iwrogram- We bave 
accomplisbed the following specific classification items in support of tbis recom- 
mendation r.. 

I>eveloped policy material regarding improvements in organisation and 
' position management mentioned earlier. A "fcover letter specifically ezpress- 
' irag tbe ^Acting T>eputy Commis^sioner's. support of the policy objectives , and 
concepts transmitted tbe niaterial^^to^^allj^entrul Office and field activities in 
. early May 1977^ ' - . 
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A ix>Uc3r letter regarding preparation of accurate position desoriptioni? wa3 
signed by tlie Acting I>ei>uty Ck>mmi^ioner in June 1077. Xtiis letter -wad 
acl<lres>;e<l to all snpervltM>rs and managers and. disicussed tbe reasons beixind 
tlie retiuireiuent for accurate position deascriptlons and furnii^lied informa- 
tion regarding tlie triiportance of good position design and preparation of 
position descriptions* --^ 

Developed a position des^cription for the proposed Deputy Commisifioner 
(Management) position agreed to under the improvement Action Plan. This 
would be a line pocfdtion rei)orting directly to the Commissioner with re- 
spousidbilitj^ for improving and refining the JBureaiT^-management proc«fisi to 
make it more effcetive- "^"^^^ ^ 




Itettim€?d cla^>«ilication authority" in March and June 1&77 tcTall Area Per- 
sonnel Offices exeepr Aberdeen, Billings and Muslsogee. Xhe authority bad 
i»eea withdrawn in April 197G. iSince that time, aijpro3cimately J500 cases were 
reviewed by the Central Office staff. We returned the authority to tiiose 
Areais who had demonstrated top management support for the program zis^ 
well as rhe staff capability to accomplish the work. 

J?rovided on-site technical assistance visits to every ^Vrea Personnel Office 
and the Kield Administration Office' during the past yeitr. These visits were 
to reduce classification backlogs^ study classification problems in ^•arious 
functional areas .and explain classification policy guidelines issued. This 
one of our most important functions and we must increase "this activity 
diiring the ne3ct: fi5?cal year. Full travel funding and inn Tin gem en t support i^r 
all levels is absolutely essential* 
<ULI>> — IrtHurc that cla^^jicnt aticL line Slanagcrs are properly trained, for 
^j/stctn integrity^ Qualified, pentonnd for tJtis specialtj/ area are <7v short ^tupplj/ 
a7ut tzLmaver is high^ — We agree fully with this recommendation. The Central 
Office and Area I*ersoEaiel Offices have taken significant action to improve the 
level and quality of classification sUift support and train line managers resrar*!- 
ing tlieir resxK>nsxbilities for accurate position classification and good position 
management. The more significant actions are summorirsed below z ' 

Staff capability has been increased in the Central Office* In addition to^ 
the Chief Classification Officer, five additional classifiers were recruireO, 
one of which was later reassigned to the Personnel Services branch. One 
clerieal support position was added. Two vacancies have not been filled due 
to .ceiling and money restraints ; however, we hope to fill them as soon 
as controls are lifted* 

Area Personnel Staffs have been improved- Several have added staff, in- 
cluding AlbuQut^rQue. Muskogee. Phoenix and N'avajo. Others, including 
Aberdeen^ Billings, Juneau. Portland and the AlbuQuerque Field Admint^ 
trative Office have vacant position^?. T^e are attempting to help tliwn by 
advertising their vacancies in the I>ei>artTnentwide listing and the Classi- 
fication and Compensation Society Newsletter. Recruiting effort is difficult 
becatiice of the location of some of our offices, Indian Preference policiei? 
related to hiring and promotion ; and the general scarcity of <iuallfied 
journeyman classification specialist. 

Bureau: managers at all levels continue to receive Irraining in position cTa^ 
sification and position management principles and te<irEique5t and the new. 
Factor Evaluation System for classifying- General Schedule Occupations nowr- 
being implemented by the Civil Service Commission. The Central Office is 
developin^r a model training module whi^ should be distributed sometime in 
the fall of 1977. 

Most Classification s^taffs have been trained in FES and basic <^assificat:ion 
tedmiques. Some advance training is required and will* be emphasized dur- 
ing the next fiscal year. 

A conference of all Bureau classifiers Is required to facilitate exchange of 
information and ideas and to in?;ure consistent interpretation of policy 
and classification ^ruidelines which have been issued. ^ 
(12> ICo specific action plan item covers this recommendation as stated. How- 
ever, implementation of all steps of the action plan will have effect on employee^ 
relations. In addition there are several otber activities in progress that relate to 
this recommendation. 
-I>abor Relations: Xhere is an implication In the report that tmioni^ntion ii^ not 
" desirable and can be prevented by improving management; Perhaps the authors, 
relying on private sector experience under the ^rational I*abor Relations Act. 
were not aware of the expressed puWio' policy endorsed by the last four I*re?=i- 
dents and outlined in Executive Order 11491^ as amended that **. . . the well- 
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beinjcr of employee and efficient administration of tlie Government are l>enefited 
providin^r employees an opportunity to participnte in the formulation and 
implementation of i>ersonnel policies and practice^t uffecting tlie conditions of 
tlieir employment; and tlie participation of employees slionld be improved 
tbrousl^ the maintenance of constructive and cooperative relatJLonsliips between 
labor orgranizations and management officials/' 

<l*iir experience bas indicated tbat tbe labor organizations fnnction as an 
effective means of commimication between mauagemeut and employees of mat* 
. ters tbat affect tbe employee/employer relationsbip. 

(13> Action glan Items BLR— 12 and G 5 speak to tbis recommendation, A 
Bureau- wide workshop £or BIA employee development officers in Oklaboma City, 
November 9— 3JU was convened to r 

(1) sbaxe work skills and experiences common to Bureau operations; 

(2) produce a better communicatiouij network among BLA. employee de* 
velopment officers creating an oi>en environment- for creative planning and 
evaluation of BI-A. Employee I>e velopment Xerograms ; 

(3) begin designing tbe roajor structuxe of tbe Bureau'^s training and 
development system in coojjeration* witb tbe Staffing and Classification 
functions. - 

One result was a small group worksbop in TVasbington in Alarcb 107T» out of 
whicb came tbe format for a Bole Clarification and l^oblem Solvingr Comm^^^-il- 
cation TJVorksbop on personnel management: for managers, supervisors and per- 
>'onel states* Tbese worksbops bave been sebeduled for eacb ^Aj^a and are to be 
completed t>y tbe end of August 19TT, The first was beld in the Illuskogee Axea 
during tbe week of June Tbese are aimed at hammering out differences and. 
difficulties between inanagers and supervisors and personnel sbops. 

JV. second major project nnderway- growing out of tbe Oklahoma City experi- 
ence is "tbe development of a management orientation for managers. Materials 
are currently being gathered for this effort. Two versions of tbis program axe 
envisioned I One for new superintendents and one for new managers in general* 
We expect to pilot test the. superintendent x>rogram in October 1977* A small work 
group of fi^d and Central Office managers are working: on it- 
Communications and professional exchange of information have been stepped 
np dmring tbe past year through onssite visits by employee development special- 
- ists on the Commissioner's staff with the Area Office employee development staffs 
in the Juneau, Billings, Sacramento* and I^avajo Areas, 

iXew training modules developed in-house for Bureau supervisors were ixdCl- 
ate^ on^ the following topics I 

CI) The BIA- Career JDevelopment System. - — - 

(2) Promotion and Internal Placement- 
'(3) Freedom of Information and Privacy Act 
ryuTing the remainder of this year and 1^78 modules, listed below are antici- 
pated : ^ ' ■ 
(1) Upward Mobility. 
-(2) Publie I*aw 93-63S Orientation* 
(3> SQnal Employment Opportunity, 

(4) Staffing: 

C^) Position Classification. 
(6> JSmployee delations. 
(T) IL^iabor delations. 

(5) Speeial Programs. 

. C^) Indian Preference. - 

training agreement with the Civil Service Comnaission to encourage Social 
Service Representatives wortetng- for the Snreau to complete their professional 
training and become Social Workers was reins tituted in 1977. 

— -A. Quarterly Burean-vride employee training and development newsletter. The 
Itevelopeir;^ was primered in early 1977. 

Action Plan PJ5V5 deals with program evaluation. 

(14) In Pehruary 1977 a Joint agreement between the^^ureau and I5epart- 
ment was reached to continne the role of tibe ProJecit Manager for an additlozml 
9—12 months period from the oriiginal March 1976 agreement." 

Acx Stated in the opening remark the X>ivlsion of Personnel 3limagement has 
recently established a Braneh of Personnel Management Evaluation. This Branch 
will be conducting^ sucA evalxcations within the Bureau^ coordinating where pos* 
sible with the C^vil .Sez^ce Conomission's and X>epartment*s evxiluations. Our 
work plan calls for evaluating fr^ur C^X area offices each year which will cover 
each oflBce on a. three (3) year cy<ie. 
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We do» liowever^ "believe implementixis: tbis prosrmii as plaxmed will cost con- 
siderably more tban tbe $42,000 estimate In the report- The annual salaries for 
fiscal year 19T8 for this branch wiU be $S7.702,OO, added to this wiU be the 
travel requirements for a minimum of .,4 visits each year by a team of 2—* em- 
ployees to conduct the ev^xxatlons. . 

ReQulrements Critical to Continued Improvement . in Classification r 

Management support at all levels to restore order and credibility to the 
total process, Tbis requires intej^rity on the part of all concerned manaj^ers 
and classification specialists alike scT that decisions are based on all the facts 
applicable to a particular situation* 

Adequate funding: and ceiling: to assure full stafiOnff of the classification 
function at both the Central Office and Area levels* 

Adequate funding to enable Area Office Classification stafite to perform 
on-site surveys at the A^ncles and ^schools. 'Xaxis la absolutely caasentlal to 
meetinjcr statutory x>osition review requirements, maiTit^fn accurate position 
^ cXassificatibn and restore management and employee credibility In the pro- 
gram. 

Adequate funding to enable Central Office staff to increase assistance visits 
to field activities- ThiK is a big payoff function because It results In direct 
accumulation of factual data Xor Bureauwide studies ; provides direct assist- 
ance to field activities In keeping ba<^ogs to a ThiniTnum and provides on- 
tlie-spot resolution of difficult problems; and insures continued consistency 
of approach In problem solution and application of Bureau policy guidance. 
Xhe BIA has taken" a number of initiatives towards meeting" the need for im* 
proved supervisory performance* . 

A- Bureau manajrers are advised of the various non-Bureau sources of sui>er- 
visory training: These courses include r 

(1) The I>epartment's Supervisory Training Program- 

-(2^) Civil Service Commission courses for supervisors- ^ ' 

(3) XiOcally available courses through colleges and universities. 
B. The Bureau has a self -study course entitled^ •'Pre-SufJervIsory TralnlngT* 
available to employees who a^ire to become supervisors and to newsupervisors 
who have not previously completed the. program- (Attachment HXB) 

C* The Bureau is developing supervisory training materials for Bureauwide 
use on personnel management topics* XJnlque personnel management Issues in 
BIA ^ill be dealt with in these sessions- Ouides develoi>ed and distributed for 
use within the last year in<^ude the following r 
'(1) Career I>ev^opment System- 

(2) I^omotion and internal Flacement- 

(3) Freedom of Information and Privacy Act. . - ^ 
Guides: on the followinjr topics are scheduled to be developed and distributed 

within the BIA during this fiscal year and 1978. 

(X) Upward Mobility. . 

<2) Public Law 93-638 Orientation: 

(3> The BTA EEO Affirmative Action Plan. 

<4') Staffing 

(5> Position Clasi?dfication - , 

(6> Employee Relations 

<T> ILiabor Relations 

(S) Special Pro^xrams 

(9) Xndian Preference 
The above materials are desi^cned for groui>s of supervisors to use throughout 
the Bureau under competent leadership to develop an unders tanding of their- 
responsibilities in the subject areas of subject matter. 

The rei>ort identiSes poor communications and the absence* of two-way com- 
munications as 5;eriausly al5fectinj:r the effectiveness of the Bureau. While every 
orj^nizntion suffers from some form of cdmmxmlcation problems, we have reco^rr> 
ni2^d siCTiificant needs for improvement in this area and meaninrful work has 
been initiated. The Personnel Action Plan has been the Vehlde for a series of 
expanded' Commissioner's staff meetings in which the i>ersomiel staff has had an 
opportimltv^'lto^meet and discuss a number of human relations topics with the 
Bureau^'s Executives:. In addition, several Office IMrectors bave held all- 
employee meetin?gs In Washlnjrton to discuss the Personnel Action Plan and an- 
swer employees^ questions* ^iniere are other important conimunIcati<m llnTcff 
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between Bureau matmgemenrvaiid the Bureau's employees. We Imve already men- 
tioned the lOO exclusive labor recosz^tions in the Bxureau which serve as s oun ding 
boards for the Implementation bdC personnel policies* The Bureau also has granted 
National Consultation Bic^ts tc\the National I*ederation of Federal Employees 
(NTBTE) which reQUires that ever^r new or changed. i>ersonnel policy be submitted 
to NFFE and that their com-inentsvbe seriously considered prior to implementa* 
tion. Our experience has been that ^lany employees participate in poUcy develop- 
ment through this consultative machinery^ Many of our Area Offices regularly 
publish newsletters for all employees Vhlch hi ghlfgH t changes in personnel poll- 
"cifes. The Bureau requires that bulletto boards have 'varfotts policies and regu- 
lations posted where employees have ateess to th en - The Bureau distributes a 
variety of manuals and handboolcs fronx\varlous sources on personnel and labor 
relations subjects which give detailed guidance to managers and supervisors on 
such subjects asr I-abor contract administration and negotiation of labor agree- 

"^W^are now. revising the Bureau's Performance Evaluation program* whiob 
is a big feature of a soimd employee relations program. The goal of this pro- 
gram is to commtmlcate to each employee what management expects him or 
her to do in the position they '^occupy, and establish staxidards of performance that 
form tlie basis for awards and punishments. ^ 

The Bureau provides for formal upward communication of dissatisfactions 
and concerns on human relations issues by employees in the Grievance Proce- 
dure* The Bureau procedure in 197C processed brondreds of individual employee 
grievances, the overwhelming majority of which were settled at the informal 
stasre. However^, on a bxireau-wlde basis 134: grievances reached the formal 
stage and 38 hearinjc3 were held- Note: Several of these bearings involved ap- 
peals of adverse actions. The Bureau is actively worldng with the- I>epartment 
to ^ake signiflcimt cbanges in the present grievance procedure to improve it as 
a problem solving vehide- 

nxscrpxxi^ \aj^i> jidvebse JLcnor^s 

Xhe basic source of guidance on ethical conduct of BI^ employees is Part 20. 
I>M 735 I>epartment 'of the Jto^terior Regulations Employee Responsibilities and 
Conduct, It is the expressed policy of the Bureau to use discipline as a construc- 
tive tool in- securing maximum employee contribution to the Bureau mission- Our 
discipline policy encoxu»ges both supervisors and employees to inaximize tlie use 
of motivators in securing employee contributions, to the accomplishment of the 
Bureau*s mission* To this end the Bureau has made a major commitment to an 
Incentive Awards prog3»m wlilch annually recognizes 4SO employees who have 
significantly exceeded normal standards of accomplishment, 2^otwithstan4ing 
these positive motivators, corrective discipline is sometimes reQUired both to 
correct ofiTending employees and to main tain discipline and morale among all 
emplojteesL^HTEfecf ive discipline is timely, fair and efCects positive resultsi. We are 
now in 'tSe" process of publishing a new Bureau handbook on Employee Kesponsi- 
bill ties and Conduct, which gives 'detailed guidance to managers and supervisors 
on how to establish a constructive and positive discipline program, 

' It should be noted that almost one-half of all BIA employees are in the 
Excepted Service and, therefpre, do not enjoy the rigOit to appeajl their Adverse 
Actions to the Federal Employees Appeals Authority as do mo5?t Federal Em- 
ployees. The Bureau and the II>epartment have> therefore, established an appeals 
procedure ^or such employees -Which*^ includes a full evidentiary hearing to 
correct tfxis Inen^lty- thi^^mannfer all B.ureau employees have fuH "due process 
rights to a thorou^ review of all' Adverse Actions to insure against arbitrary 
treatment* TVhlle many Federal ^Agencies do not provide sucb a program for their 
excepted employees because of the time dhd expense involved, BIA bellevefs that 
ail employees shoiild be entitled to a full and fair hearing where important em- ^ 
ploymentVights Issues are at stalce. ' ^ 

The rexK)rt identifies a ne<u^ to improve the training of managers and super- 
visors in labor relations toplcsr TZTe heartily agree that more training is necessary 
although 60O managers and supervisors have attended , such training in the last 
three years, Bigh turnover and numerous transfers and reassignments have 
decreased the benefits of such training. ; 

- ■ .;■ } ;/•■•.-.: :, .■ •; ^ , . .. .. ■ . .. ■• .; 
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One j;oal identified by the report la to decrease the need for tiiird- pkrty lute 
vcntion In management-employee relations. I^erfcnps a few commentsVon this 
recommended groal are In order : <1) EO- 11401 as amended and tlie 13ureati*s 
^rrievance pro<*ednre CTPOnt protected ri^srhts to the union and eaoh emltlovee 
to reiiuest such lnter\-ention when they feeMt la required (Monaj^enient eai^noc 
c-ontrol third party intervention). (2) Tliere is often a therapeutic effect when a 
third party enters a dispute where both parties will not or cannot compromise. 
#3> Where a serions problem e:>cists it i« in the long term interest of the orxranisai- 
rion to reco^cnize It and deal with It ond^ (4) A strong: pro-active mana;;ement 
Labor relations prof^rom which seeks to maintain mdnaicerial control of the- 
orwinization and the ability to accomplish the IJureau^3 mission will often 
inr^rease third party intervention over the short term, For these reasons we feel 
It iH not meanin^ul to count instances of third party intervention and make 
ussessmontK without consideration of the reasons for sncli intervention, We think 
u more reali>?tic approach is to attract and train labot^-and^employee relation:^ 
s^IxHiialists who are capable of maximizing? the benefits of third party caseilainSr 
protecting: the Bureau*s ability to accompUsli its mission. 

cor^'FXjcx OF irrrEREST 

^ While the re^Tlations provemin?: employment and financial interests of em- 
ployees are located in 20 X>M 735 Employee Responsibilities and Conduct, vre 
i>elieve a separate discussion of this topic is called for. In general, the re^^rulations 
Which apply to BlA are the same as those that aLpply to all federal employees. 
However, in recent months there has t>een: a reco^ition that the Bureau^s Self 
i^terminatiou and Indian I>reference obU$:ations create a uniqtie circumstance 
for Jsative .^ericans employed by the Bureau. After months of research, 
preparation, draftmg and consultation with the r>epartmenrs Ze^l staff, special 
exceptions for Native Americans employed by tJie Bureau of Indian Affairs^ were 
approved by the «ivil Service Commission and published in the Federal Be^rister 
on l>eceml>er 23. 1076. In essence^ these exceptions provide tliat a JCative Amerl^ 
^^r?"^^^!^. ^5 ^ Bureau may with the approval of the, Commissioner, be in- 
lSJ™ci^ tribal affairs and hold certain personal assets on tribal lands wlien 
circumstances justify and no real or apparent conflict of interest is created* 
SNince each^ and every request for exception must be handled individually, we 
have experienced a tremendous increa^se in workloads Since our Personnel OflS- 
eers also serve as IJeputy Ethics Counselors this workload has fixUen upon their 
the Brajach of Employee ojid X^abor Relations in the^entral 
More and more Indepth research of holdinf^s, customs, work procedures 
necessary to properly advise the Commissioner on the ap- 
plication of these new exceptions. We need adequate staff to Insure that the twin 

«^ t.^ ^i^f^^^^^'f^^??!™^^^'^ throusdx development of Indian leadership 
and protection of the inte^xItyL.of the Bureau are achieved. 

>*o, 15, Establish and install performance mea.^mrement standards 
■ . The Bureaxx is in agreement that performpxice standards are needed. Tt will 
develop standards tailored to fit the environment of each position In consultation 
with the affected tribe(s). The Institution of Bureau-vrtde standards cannot be 
accomplished except for certain Bureau support projrranjs,^ The Bureau ouestions 
tne cost aa vlnsrs figmre and doesn't agxee that it will be $15 million. 

No- le^Initiate a. projrram to improve and facilitate general communications 
between Central Office and dSeld supervisors- 

The Bureau will strives to attain this. SJIodificatlons to exfstiiii^ communication 
systeuM wtn be undertaken after c<msuitation with the Indian tribes. Improved 
communication will reQuire travel and the Congnress. has cut the Bureau'^ travel 
fundmir for the second consecutive year, 

17. I>eveIop a concise .statement on critical issues. " ' 

Because^ internal poli^ direction^ is the prerogrative of jan orjranlzation head. It 
is unwise to commit the newly nominated A^islstant Secretary for Indian Affairs 
to^ sjxHMflc r^ponse to this recommendation^ The ZXepartmenl: will request that 
the Assistant Secretary provide the Secretary with a timetable for his tafclMT 
action on this recommc^ndation* 

^ Xo. XS, Improve the aia nagement by Objective projrram. 

^ 3^rBO is but one mana^ment style now in use within, the Bureau. Where it Is 
bem^r used it will be stren^hened. Many of the other systems now in use are pat- 
terned af|er MBO and operate similar to it, However, flexibility of the manager 



157 



Is important* and eacb sbould be alloweU to cboose tbe manasrement style niost 
suited to blm« 

"^"^ '^oV 19: Expedite tbe Automatic l>ata Prt^ Study to ensure 

compIeti<>n by January 1» 107T. 

Tbe- Bureau bi^bly approves of this recommendation. Tbe Bureau bas already^ 
initiated its 2k£BO process in Y 197(1 with some eneoura^rinfr. results. To date, 
tbe sbort term asx>ects of repmcement of present bardware will be completed, by 
November 1977* Step two of completing: an application analysis of tbe system will 
be completed by tbe end of July 1977. ^ projcKrtion of If'V 19S1 bas been estab- 
lished to Install a complete adequate system. . 

^o- 20. Complete Applications Analysis Section of the Modernization Study by 
October 1, 1977- 

The: Bureau is in a^rreement with this recommendation, I*resently technical 
anal^^s resource requirements are beinjr au^:mented by GSA \Re;^on Vlt Man- 
agemen t Tasb comm ! ttees have been established in several critical areas and are 
resolvinjr iziformational data and reportingr requirements. 

^o- 21. Add Remote — Access and Interacting Capabilities to Reduce I*rocessing 
Time and Jncrease Computer ^Program Development Efficiency. 

. Xbe^ Bureau corresponds with this recommendation and have completed and 

lnclude&*The f<>llowing~lcey-it^ms^orJLmp lementation r <a) Fiscal year 197T eac- 
pansion of prototype terminal system has been deveiop<gd^nrfiscal^ear-1976 and^ 
is beginning to be proved at the area and Icey program office levels; (b> fiscal 
year 1977 Implementation of applications on remote terminals developed and/or 
initiated in fiscal year 1976 ; and (c> fiscal year 197S expansion of remote termi- 
nals to the agency level. 

Xt should be noted that: the present Central i^rocesso'r Capability does not 
include a Commmunlca tions Front-End Capability which limits tbe direct inter- 
action of remote terminals with the Central Processor, techniques have been 
implemented, however^ to facilitate remote terminal tele-processing to a cen- 
tralized terminal — tax>e conversion unit in Albuquerque. 

Xo. 22* Develop an Inventory System for a Comprehensive flquipment Manage- 
ment System. « 

'We agree with the recommendation. For the past two- years, two task forces 
have been engaged in tbe devtiopment of inventory systems for management of 
real and personal property. ^These groups have now identified and defined all 
elements and are ready .for the development of a computer software program.^ 
!Ehis is priniarily a management system but can serve as a nucleus program for \ 
developing an eqxdpment utilization system. 

2^o. 23- I>evelop Standardized Material and Supply Inventory Systems. 

We agree with the recommendatioru Tbe plan recommended Is similar to supply 
depot operations of the military^ which, from all reports, has reduced operating 
costs and increased efficiency. A thorough study of Bureau procurement; storage, 
and utilization in all areas will be necessary to determine the extent of central- 
ization and inventory which will best meet our needs, that is, by areas or by 
regions. 

TIT, ]kr<Z7ia^e7nertt informatiOTt ^ ^ ■ ^ ' 

OThe recoromendations presented in the AYPRC management study imply that: 
tbe management of the Bureau of Indian Affairs is less than ideal and indicate 
improvem^lts wbich should be made. The Sureau Is well aware of most of the 
deficiencies identified and has taken, or is now preparing to take, action to over^ 
come tliese. In responding to the recommendations numbered 15 through IS, tbe 
Bureau voices general agreement with the report. It has- si>ecific reservations 
about embracing the recommendations ^In —their entirety ^hich is also 
communicated. ' . ^ 

In its response to X5 and IS. the Bureau Questions jHie validity of Bureauwide 
application of remedial measures ;"iln commenting on 16, it points to f u nding 
restrictions on complying; and in answering XT, It stresses the need for main- 
taining general policy direction with closer attention to the integration of critical 
Issues into the directive system. The greatest reservation held by the Burean con- 
cerns iiniK>sing the necessary naodifica tions without first determining the desires 
Euid needs of the Indian tribe^ especially in light of I^blic I^w' 93-«3S, Xhe^ 
Bureau states that the management of Indian AfiTairs is the responsibility of 
t>otb the Bureau and the tribes and insists that greater attention be paid to shar- 
ing this responsibility. Finally, tbe Bureau questions the. validity of tbe savings 
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estiznatc in 13 slven tlic absence of cost data and tlie aualys^es imdertalien by the 
study team* 

15, The Bureau is not in opposition to establlshin;;? performance measarenient 
standards for Its personnel and tlie positions they occupy* Indeed, a major effort 
in. this direction was recently (June 197T> be jcmn through the €»stablishment of 
standards for ITacilitles Enfdmeerinic functions in the JvTavajo Area. These stand- 
^ ards may have applicability for similar functions throujrhout the Bureau. 

. There is also a stron^r possibility that a similar effort could show productive 
results if applied to other Bureau functions. At issue is tlie application of" 
industri^tl en^jineerln;*^ techniques to establish standards for all fuiictions iu tho 
Bureau of Indian Affairs. The Bureau is primarily charsred with fulfillinj^ the- 
. trust responsibility of the Federal Government, to Indian tribes as administered' 
by the Se<Tetary- "because tribes are i>olitical entities comprised of individual s» 
the Bureau operatt.-s and/or administers service proprrams which benefit Indian 
persons. It is thus a human resource oriented orj^anization rather than one 
which is oriented to the production of tangible, standardized objects. To arbi^ 
trarily determine that an educat<>r who teaches children from families where 
there is uo familiarity with Kncrlish is to have the same standards as the edu^. 
cator who teaches children with an opposite backpcround would undermine the 
effectiveness of the Bureau's edueatioiml sysjem. The same is true for the other 
functions dealinj: with humnn services projrranis. 

In addition, there are cultural and lanpruapre barriers to the establishment of' 
Bxireauwide performance standards- If one considers cultural diversity to be a 
necessary and important compoWehtnof"tlie':ATnerican^ Indian^ as does the-* 

Secretary, the prostitution of hit^h ideals will be necessary to Institute uniform 
performance standards in the Bureaxi of Indinn Affairs. This is undoubtedly- 
"neLtlier necessary nor desireH l^y . the Commission. Each of tlie 400 American 
Indian tribes is a unique entitj' and to attempt development of single perform** 
ance standards will undermine tlie individuality of the tribes. 

It is possible, however, for the Bureau to establish and install performance- 
mensureroc»nt standards which nro tailored to fit the nro^nmm, function, and 
environment to which they will be applied. To do so v/ill require the concerted 
effort of tlie Bureau, the I>epartmont. and the Tndinn tribes and, consequently, 
will rcKiuire time. Tlie endorsement of this effort will not be laclcin^r from the 
Socretnry*s office: tho results which can be realized from such an , undertaking;: 
will s+ren?rthen the Secretary's ability to fulfill his trust responsibility obli^ra* 
tii»n. However, the Secretary will not endorse nor be a party to a unilateral 
effort. ' . 

It is Mme for everyone to recojrnize and accept the nnderlyinjr premise of I?ublic- 
r-aw 03^-G^ and the concept of Indian Self-Deterraination. Indian tribes now 
have a ^oint responsibility, alonsr with the BTA. for Indinn Affairs, The effort 
put forth inTshouIderin?: that responsibility is also to be a Joint undertalcinjr:, . 
Tribes are befrinninc: to establish and install nerformance measurement stand- 
ards for those pro^:r:ims nnd fimctions which they nre operating- under contract, 
but this is only a minor step when compared to what the tribes can do. Public- 
T>aw 9?S— 0?tS nllows triT>es to undertalce **fhe plannin^r. desi;mingr, monitorinjr and 
evalrratin^r of Federal proprrams serving: the tribe** ESec. 104^21) (4) J. If- 
the BIA is to establish and install performance measurement 5?tandards on its 
oxvTi, how can the approximately AGO Indinn tribes plan, desi^rn* monitor or 
evaluate the Federal proirrnms wliich the Bureau operates? It Js inconceivable 
thnt the Consrress intended that Se<?. 104(a) (1) not be applicable to the liureau- 
of Indian Ajffairs pro^rrams. 

The monnsrement fztvt<ly report indicates "notenifnl nnnual savin^rs would be 
about ,Sli> million.*' This was computed on the basis of ^-ncj? of tire total mnn^ 
n?:oment e^cponse budsxet.** The costs to be incurrod in installimr and opera tin.c: the- 
system were absents T*erhaps this is due to the recopmition by the study team 
that empty worrls and brolcen promises are an everydny fact of life in the tribe- 
Federal relrstionshtp and therefore an extremely cheap commodity. One certain- 
ly wonld admit that the satisfaction derived therefrom has a neprative value. 

tVe in the r>eT>artment of the Interior are committed to Sec. 304(A) (4> and- 
feel that the bilateral development and establishment of performance measure- 
ment s^andards is vital to tbat commitment. To meaninjrfully involve tribes in- 
that effort will be expensive. Calculations of the cost of providing: g:«ints to tribes, 
financing- salaries of Federal employees assi^^ied to work on tlxis taste necessary 
travel expenses* and costs of computcrizinj;:^ the standards will re<iuire time^ butr 
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the total will demonstrate a higbly Inflated -savings*^ figure was presented by 

tJUe management review team. . ^•ri^ 

Xo comimterize and keep functional tlie performance measurement system will 
l>c t5tie largest expense. Tlie cost of maintaining a computerized system may bo 
Srea?er tl^n tliut of installing one maintained by individual progMim mana^rs 
and the loss in si>eed and accuracy may not be sufficient to preclude ^ »<>^-<5«f- 
puterized operation. Because tUe cost is so great we do not feel it would 
to siplion from funds tuat could go to tribes tbe money required to computerize 

^MofS>\^er. tbe administration of performance measurement standards by a 
non-tbinking, unsvmpatbetic computer wiU exacerbate tne buman relations 
nroblems wliicb will be encountered in tbe installation and operation^ of tbe 
Kv^^tem To create other problems in solving an existing problem is antltbeticaX- 
to'sound management practice- We therefore propose Uiat only^tbose performance 
measurement criteria which can l>e ajiplied Bureauwide be computerized. 

That imi^ediments to resol\^ng this recommendation wiU exist regardless of the 
xuetbod of implementation is recognized. Change is resisted, even when ^tbat 
ohange portends improvement. Xevertheless, these obstacles can and willTje iden- 
tixie<l and overcome as the Bureau implements its performance measurement 

^^^^Tbe Bureau concurs that communications can and should be imprOveiL 
Personal contacts retiuire face-to- face as well as telephone communicatious to 
achieve the greatest result. Improved commimication involves more than face-to- 
Xace contact: It rcQuires a commitment on tbe part of managers to develop and 
use communication procedures and cbannels. We will strive to attain tliis^ usin^ 
existing procedures^ as our first priority. Concurrently, the Bureau will seek ad* 
vice from the tribes and its field offices on bow 'best to achieve tbe modification 
of the exisitng system whicb is req.uired to fully facilitate improved communi* 

^^JL^program to improve communications between the Central Office and field 
supervisors would expedite the Bureau*s mission to assist tril>es and to provide 
fiervicc to tribal members. Any program wliicb is developed must incorporate the 
concept of personal, face-to-face contacts bowever, this will require that Central 
Office program staff visit field installations periodically to foster an improved 
understanding of tbe field operations. Extensive travel is required, and for the 
second consecutive year the Bureau's funding for travel has been cut by the 

XX-S- Congress. ^ ^ , . - ^ ^ 

17. Hie lack of up-to-date policy and procedures manuals is recognized by 
tbe Bureau and efforts bave been underway for some time to give currency to 
the system- The responsibility for keeping manual issuances current rests witli 
the affected program office; [Management Itesearcb and Evaluation merely co- 
ordinates this effort. In keeping with the recommendations of the management 
review team tbis Division will, in tbe future* give more attention to reviewing 
tbe conciseness and consistency of manual releases. 

Because of the diversity of program services provided by the Bureau it will 
l#e neces>sary to maintain an extensive policy directives system. Each of the 
Xerogram directories must be able to provide its. field personnel and the service 
population witli guidance on operating procedures if the Congress^ concerns 
-are to be communicnto<l to the Bureau's i^ersonnel. Only in tlxii^ manner will it 
l>e x>ossible for the ^ Bureau to translate those concerns into action consistent 
xvltb tixe Congress' desire. ^ 

Tbe issues wliicb are critical at any one time may. differ from those or anotner 
time- Tbe directives system, therefore, must be such that specific critical issues 
can be bandied in a timely manner, Tbe system provides for this* directives 
rtre general rather than sx>ecific. Still tbe issuances are voluminous and require 
substantial time for reading and careful study. For this reason it is improbable 
that all managers will be conversant with program directives other tlian their 
own, TT'e recognize that knowledge of services and functions througbout the 
IBureau would result in more cooperation among program managers and bettor 
services to tbe Indian people/ ^ ^ 

' iloreover^ tbe advent of Public I^w.03-63S ttas increased the need xor closer 
coordination between and amon^r the various programs. Indian tribes wbicb 
operate ser^uce delivery m^ebanisms frequently combine program functions on 
their reservation in order to better nmnage the programs. Inconsistent and im- 
precise issue guidance is not conducive to the tribes* proper manag^ement of tbeir 
delivery systems. 
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Likewise, the Inteffratlon of the poUcics contained in Public 03-C3S with those 
Of the substantive lesiMlution estabUshinj? the various Bureau program^ is* of 
concern to the tribes. The Bureau has established an Indian Self-r>etemiinatlon 
Stair to orchestrate Bureau activiUes so that integration can be accomplished- 
a*liis office does no issue policy without the Commisesioner's approval, howeyer- 
• Becau-se policy direction is the prerogative of the Commissioner, it Ls unwise 
to commit the soon-to-be appointee to specific policy statements. However, the 
Secretary can, and shall, request that the individual who is api>ointed to that 
tjosition'be cognizant of the Task Force's concerns and provide the Secretary 
with a timetable for his talcinr action on this recommendation. It is anticipated 
Chat the new Commissioner^can begin this effort during the firsit quarter of his 

This is Tiot to implj^ tliat tlie Bureau is dofng notliini? in tie interim. Tbe Policy 
:Planulni5 Stuff is coordinating: tlie compUation of critical issue statements wbicla 
jf€?ceive rlie Commissioner's antl Jiis line officers' attention, Tlie system is similar 
to tluir Ueveloi>ea for and used by the Secretar>''s office- -A. sample listing of those 
issues receiving the Commissioner's attention during the past month is provided* 

Ab^o, at tiie Jtiureau's request^ Xational Archives and Records Service ( SCARS) » 
which has Govemment^vide resi>onsihility for directives manasement,^ has com- 
pleted 'a reconnaisance study of the Bureau's directives system. J»^ARS suggested 
two alternatives to improve the Bureau's directives system* The Assistant Sec- 
..retary for Indian Affairs will review the >^ARS recommendations and malce a. 
decision on implementation of improvements. Once the decision., is made^ XARS 
has a^rreed to re\*i5*e the instructions on the Bureau manual system, develop an 
external directives system for issiiing- guidelines to the tribes and other members 
of the public^ and give training to Bureau employees. The Division of Manage- 
ment Research and Evaluation will coordinate the project^ schedule the imple- 
mentation, and provide advice and assistance to the prOjggam offices ui> datJug 
_or preparing new manual material. 

iSw The Bureau agrees with the aproach talcen In the disctission of this recom- 
mendation i>ertainingr to\ the ilBO process. The suggestions for making MBO 
an effective management tool are worthy of consideration and implementation, 
ilazmgement by objectives is one of several management tools in use within the 
Bureau of TTirtinTi Affairs. At the time of the policy review study the system was 
used by Commissioner Thompson and several of hi3 Area Directors in their man- 
agement of Bureau activities. 

Variation on the MBO theme are still in evidence throughout the Bureau* 
The Bureaxi*s personnel office works to resolve critical issues throup^h the imple- 
mentation of its *^action plan"* This is an MBO-type system which has been 
tailored to meet the needs of that office. Other offices have refined 3VIBO to fit: 
their particular needs. The Budget system in xise by the Bureau is a MBO-type 
plan* The rights protection issue plan and the Ptiblic I^w 03— 638 Management 
Xnf ormation Sy tern are further examples. 

A ^management tool which worlcs for an Individual manager or office may" be 
unsuitable for another^ however. Fleacibility to tailor a management system to 
fit the manager of the function and the problem or issue being^ dealt with must 
be incorporated into any viable organization* The turnover In staff and line man- 
agers of an organization dictates that a dynamic system for management of that 
organization be established. -To determine that one management style is better 
suited than all others for that organization undermines the validity of the orga- 
nization. Furthermore* the Bureau must consider the needs and desires of the *400 
Jndian tribes wbich it serves, and elements of "contingency management,** Space 
Age Management*** or **Results Oriented Management^ are perhaps more viable 
than MBO for the Bureau manager. 

lO* E^qpedite the Automatic J>ata Processing Modernization Study to insure 
completion by January 197T. 

The Bureau is most pleased with the detailed recommendations resulting from 
the discussion contained'^n this section of the AII*RC study. The modernization 
program wa:^?. in fact, initiated as a Bureau 3tlBO project in fiscal year 39T6. The 
results to date have been most encouraging and is receiving good support from 
r>epartmeatal staff functions involved* It is imfortunate in many respects that 
progress has not been as fast as the Bureau would have lilced. However, progress 
has been solid and is following sound technical and professional plans. The pres- 
ent plan>5 and schedules reflecting changes incorporated subsequent to the review 
by the Study Team are illustrated below for Key Milestone : 
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St«pt—Modeml2atUMi action 



Short rangtt 



Lore nngB 



L RnUce present hftrdiMr»: ^ ^ . 



Cb> O^Mrtment «nd GSA 4|pprovat of f«quir*ni«nt*»^ — 
<c> ONwirtmmt and GSA «pprov)l ol soltciUtion docummt.. 

Cd) vendor propouls r«c«tir«d ---i,*--, — — 

<•> V«ndor »o^<»ction -.-.*„,-^-— - 

<r> ItKtalUtion.^. 



2. Completv applkzation analysis : 

X Instan adequate syitam: 

<a> Praparatton of workload specifications 



Com Plata 

Coftiplete- 

Completa 

July 1977 

August 1977 

Novamber 1977 
^ July 1977* 



't>y Systam faqujf aments deflnttton and econom»canalysis 

Cc> Dapa^ant and GSA approval of raquiratnante 

<d) Dapaitment and^GSA approval of soliciUt»on documant 

ia> Vendor proposals racetvad.,* — — — 

<f> Vendor sataction.^^^—^—. * 

<£> Installation — — — — — 



Fiscal yaar IdTa. 
Fiscal year 1978. 
Fiscal yaar 1979* 
Fiscal year 1979. 
Fiscal year 1980. 
Fiscal yaar 1980. 
fiscal year 1981« 



20. Complete Applications aimlysis section of tlic modemixatiou study by Oc^ 

*^5lfe Bi^^^ is in complete accord witH discussions related to tHis recommenda^ 
tii? irS^SSortSS^ Urnt snffldent resources to expedite ^^J^^^^^ ^ 
avallaWe to tbe Bureau from either the technical ^f^^^^<^J^^^ 
avaUabiUty of managerial Involvement This is not to imply thsit the analysis la 
nSlecte^^ present, technical analysis resource require- 

SSSL^1£eSgr augmeSt^ by GSA Region VII^Ft. Worth, Tex. ^^S^e^^^J 
task committees hav^ been established in 

informational data and reporting requirements. Jt ^ ^^^^^J^L^i^ 

to establish a basic applications structure and data need will rMult in the worfc 

load ScSfication idenm In the previous recommendation (Kecommendatioa 

"^^21. Add Remote-access and Interactive Capabilities to reduce processing time 
and increase computer program development efficiency- ^ ^ ^ ^.^^ 

- The Bureau is^ with the discussion related to this recom- 

mendation. The major problems of implementation relate to the Bureau spro^ess 
toward upgrade of Central Processing Capabilities to ^equately Internee with 
remote terminals, development of software to accomr-^^^l. distributed data^»ad 
technical resources to accomplish the necessary co^ • ?es in an acceptable 

timeframe* ^ ^ -^.i^ 

At the present time, the Bureau*s plans have been -rcunpleted ana induae the 

following key items r ^ ' ^ ^ w ^ ^ 

<a) Fiscal year ISTT expansion of prototype terminal system has been devel* 
oped in fiscal yeax 1076 aod is beginning to be proved at the area and key pro- 
gram office levels. ^ ^ , _ - 

(b) Fiscal year InxpBtementation of applications on remote terminals de- 
veloped and/or initiated in tiscal year 1976L \ 

(c) Fiscal vear XfiTS ea^snsion of remote te rm i n a ls to the agency level. K 
should be noted that the present Central Processor Capability does not include a 
Commmxications r*ronti-Bnd Capability which limits the direct inter-action of 
remote terminals with the Central Processor. Techniques have been implemented^ 
however^ to facilitate remote terminal teleprocessing to a centralized terminal — 
tape conversion unit in Albuquerque. A compatible tape is then prepared for 
processing on the central computer. Output reports are transmitted through the 
same svstem to the remote terminals. This essentially «ives the Bureau the capa- 
bility of 24-hour remote Batch operations. The projected upgrade of the Central 
Processing Capability will give the Bureaxf a direct interface which will facili tate 
both remote Batcdti and Conversational Communications modes. 

At the present time, the Bureau studies indicate that it Is not technically or 
economically feasible to modify the existing equipment to Incorporate a com- 
m-uni cations controller. In order to continue the Bureau's steady progress on the 
modemiz£ition program, available resources are being applied to the short term 
up^rrade of the Central Processor which will have a Communications Capability 
and software development re^W'^slve to immediate user needs* 

22l I>evelop an inventory syslem for a comprehensive equipment management 
system. 

We agree with the recommendation* For the past two years, two -task forces 
have been engaged in the development of inventory systems for Tnana gement of 



ERIC 



162 



real nnd personal property. These »rronr>s have now ideutiflcil nnd deJlnecI all 
etenieatH aiiil are ready for tbe developtweut of a computer software proffraau 
XliiM is primarily a manaKement iryrstem but can serve as a nucleus program for 
deveU»i>ius an €Hiuipment utilisation system, ^ _ . 

I>evelop standardlased material and supply Inventory systems^ 
We ai^ree witli the recommendation The plnn recommended Is similar to supply 
depot operations of the military, whi^NjCrom all reports* has reduced operatlncr 
coMts and Inc3rea5ied efflcleucy* A thoroufsh study of Bureau procurements storaire, 
and utilization in all areas will be necessary to determine the extent of central!* 
jcntion and Inventory which will best meet our nc?eds. i.e.» by areas or by resloxts 
(more tlmn one area) • 

rMemorandum] 

X7.S. DeFJlRTM EXT OF THE IrCTERIOK, 

BXTBEATT OF IXDIAX AFFAIRS, 

Wa^hinffton, D^O^ Soptcmher 14^ 197€* 



To : Central and Area OlBce I>irectors, 

From : Actlnf? Deputy Commissioner of Indian Affairs, 

Subject : Personnel Manas^ement Action Plan for BIA. 

Attaehecl i?« a copy of the Mubject Plan antl its Septeml>or 7 transmittat memo- 
randum, A separate copy of this material is being: mailed to your Area per- 
sonnel <or, where appropriate* administrative officer) so that they* hopefully, 
will have received It before leavinsr for the Portland personnel officer conference. 

The Plan of Action now needs review within the Buireau- Xou are requested 
to duplicate and distribute further copies in your Area or Central Office direc- 
torates* 

Based on your careful reading please be ready to discuss the Plan at the next 
I>iroctors* conference, where it will be the major a^nda item. Current thinlLins 
Is for the meeting to take place in I>€nver in mid-October. 

T£££XJl>OR£ C. KSETCZSE. 

Enclosmrc 



[^femoranduml 

U*S* DEFAnrMENT or txte T^^terxor. 

Bttreatt of Ir^'nxA^ Affjliks, 
l^<M7tinffton^ D,C7.^ September 7» I9TC^ 



Xo I Commissioner of Indian AfTalrs, 

From : Paul Ix>rentzen» Project Mana^rer. 

J?ubject : Personnel Mana?7ement Action Plan for ETA. 

Attached is your coi^ of the Personnel Manajcrement Action Plan for the 
Bureau of Indian AfTalrs, As provided by the ilarch 2S Ajrreement procedures* 
I have rfven copies to the four members of the BIA Per^ronnel Mana^^ement T^aslc 
feroup and requested them to meet with me in a few days to clear the proposed 
jreview procedures r 

i r>isrribute Plan now to all Central Office and Area Directors and Personnel 
VOfficers. 

> Hold discussion meetin^rs with top ma na hirers and p^ersonnel officers^ In October, 
In Washinsrron, T>.C^ Albu<iuerque and Blllinj^. for further clarification* explana- 
tion, and initial reactions- 
Receive written comments in Central Office by October 31- 

Glaive revisions (if any), and conduct appropriate consultations with tribal 
Iproups. 

Transmit final Bureau Action Plan to X>epartment by I>ecember lo» indicatinsT 
specific time frame and resource commitments* 

In snmmary. this Plan contains 22 major actions which are considered essen- 
tial for resolvinir the present comple^r of i>ersonnel manairement problems in 
the Bureau, Xhe Plan spealcs to the ba<acCTOund and environment of these prob- 
lems in order to address fundamental causes rather than purely symptoms. Gfen- 
eraL human Te<?ource, and personnel function management improv<*ment actions 
are included — as indicated by the table of contents — and their interrelated 
nature Is stressed. 



1C3 

Tlie extensive di^nniKsIons lield with the Bureau^o manntzem an^l i>ersoniiel 
stAfTs were invaluable to the development of thia Plan* In fact, very little^ It any, 
of ItM contents l» orisitial or creative -aa that the views and Bu^srestiona from 
within the Bureau itself were the haais for all of Its components. For example^ 
I was fipeclflcally urgred by aeveral jn^rsons to Indnde a section on ^*an altema* 
tive option^*' and hope that it provides tlic serm for a much more intensive study 
of this subject. 

Mr. CommlHsIoner — I trust that my frame of reference and pnzp<Me are evident t 
Xo provide a plan of action calling for constructive work for several years to 
-come^ batned on an objective analysis not concerned with phtcins blame or fault- 
finding. Xhe factors which have led to the Burean's current management sitoa* 
tion are so numerous and complex that there Is *^lame*^ enough for all — ^Bureau^ 
X>epartment« Civil Service Commission^ OMB. Congress — if that*s the game. 

1'Iie luoro vital f|Ui»stlon, bowever, in wh<*thfr the liuroan lm« within Itself 
the capability to etTect the needed changes. Here I vras often discouraged dur- 
ing my months of readings and discuHMlf>n** Hinc<* many personsi in the past and 
iix the Bureau today indicated, they did not think so. However* I also found 
myself tallcing to many who In my Judgment are ready to be part of the solution. 

*I believe it can be done* Selp and cooperation will be needed from many 
sources — the r>ejinrtment. Commission. Conj;rress» etc. — and this the Bureau 
should demand. But ultimately^ the Bureau together with the Indian people 
*will determine -how much proirrpss will be made. 

I am loolclng forward to participating in the review and approval process, 
and want to be sure you know that I stand willing to help in any way with the 
implementation of the Plan, Various actions could r^ilArt almost Inmiediately. 
The re«*ources and time needed win be large; I am rwady to start contributing. 

Xhank j^ou for the complete cooi>eration you and your managers have given 
to me in this effort. * 

COXTEKTS 



Introduction : 

0<»neHiN of tlio i^rojeot — ••^^^^ 1. 

Sources of information 1 

Anal y His of the mana«:ement pror»Tem r ^ 

lTtterrelate<l nature 4»f iH^rw>nnel mnnn cement S 

KncIc;rroTin(l to the mnnnrremeiit condititm ^ 

Bureau roanagexnent today 

3Iission 25 

Objectives ar.d rolen ^ 

X*olicy formulation and issuance 7 

3Procedures» rules and regxilations 7^ 

Communication i^yMtem ~ — ^ 

B r o s m m evaluation ^ 

Broblem-55olvijag and deciicionmaking o ^ 

Towards solutions 3^ 

The T>er*5onnel mana^rroment ^^iitnation : 

Rein t ion s:hip to j;roneral inana^roraont 

r*oncoptioTii^ of Tx*r75onnol m^nn^<^ment--* 1 — 

Identification of the main proJ>lem5: — 1^ 

Indian preference 

Tribal consultation on personnel actions. Ift 

Indian intalce and development 

Ounllflcation re<iuirements and determinations — — 18 

Berformance standards^ 

Classification standards ^ 

Snpervisory/managerlal training in personnel managemejit ^ — 

The personnel function itself 

Action plan rtepsr 

General ^ranasrc^ment — 

Estal>li*:h an efToctive institutional focuK for intemal mana 
ment — 
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35 



41 



Action pliin stops — Continued 

General :Mana?:en:ient — Continued 

-5. Establisli and operate a.n anal^rtical pro^rmm in t^.^ or^rnniTin- 

tional, ma n power allocation/utilizatfon, and ^oric xnetliods I^a^e 

area - *>f. 

3. I>esd?m and conduct a projsrram-^valuation operational ZZ Z 2T 

4- Develop a communication/ team work mana^rement styleZ Z — 28 

5. Ini$titute a management development program^ Z^ZZ 

Unman re^urce mana^rement ^ . ^—l _::^^rr-- 31 

1. Forecast the Bureau's manpower needs — «Z_ 31 

2. Institute a positive^ recruitment system >l , 32' 

3. Develop and operate an Indian intake-and-development pro- " 
firram : 

4. Take steps to ^o\^ Indian candidates for technical/specialist 
^ po$;itions 1 

n. Issue guidelines .^n the application ot Indian preference ZZ 3^ 

6. Obtain lejrislative modifications in Indian preference ZZ 3S 

Further facilitate outplacement of non-Indians 39 

5. Develop qualification standards/suidelines for major tvnes"of 
posi t i ons ^ 

9- Improve procedures for determining: qualifications for specific 

vacanc5€»s 

lO. Reissue updated arid more specific guidelines for tribal consul- 
tation on personnel selections : 42 

11- Develop and operate an effective position management/classi- 
fication program ^ 43 

12, Conduct management orientation and supeirvisory training in 

personnel management r , 4:; 

Personnel F^onction aianagement ZZZZ— ZZ-._— 4:T 

1. Redefine and clarif^r the role of a personnel office^^Z Z ^^Z 4T 

2. Establish a pxogram. planning system 4S 

3. Frovide Bureanwide coordination within the function Z 4S 

•4, Improve operational methods ZI_ 4^ 

5. Conduct an evaluation program Z-.-^^ZZZT^'^^^v^ 50 

Alternative Option for Fiirther Consideration Z ZZ ^51 

Appeiitiiocs z "^^^ 

A. March 2n agreement — ^Improvement of personnel management 

Tvithin BIA, ^ _ 

B* April 9 memo re role of the pY-oject manager* 
C. Action plan steps in tabular format. 

FERsoxr'sner. M*27ageme^t Acrror^ Fta^ for the Bttreatt of IrcnxA.r?- Affairs 

Crcn \Hft of tJvc Project 

During the early months of 19TO. it became apparent to the Department's Office 
of OrganiMition and Fersonnel managemen^t. the TJ.S* Civil Service Commission^ 
and the Bureau of Indian Affairs itselx' that a major effort must be znade to 
address the signifi^nt-smd i>ervaslve personnel management; problems exist^nir 
in the Bureau-- — * 
^Th.e-€tommission*s several personnel management evaluations conducted dur^ 
ig the past year, as well as those conducted by the Bnreaxx itself in coordina- 
tion with the Department and the Commission^* had resulted in written reports 
which showed severe and consistent mismanagement of the function* The prob- 
lems rotated to both technical* regulatory matters as well as the more svsteinic, 
managerial aspects of the function* Many of the latter issues in need of improve- 
ment action C e.g. management development, Indian recruitment, 'and personnel 
office stafiing) had also been identified by "the Bureau^s Fersonnel Management 
Folicy Review Board, which had been created in the fall of 19T5 and delivered 
various recommendations to the Cbmmis?sioner the following spring. ' 

After several months of discussion and negotiation had produced a number of 
draft Improvement propo5?nls- an iS-point Agreement — "Action Ftx>posal for Im- 
provement of Fersonnel ifanagemcnt^ Bureau of Indian AjCTairs'* — was signed 

on March 25« 197i>, between the Commissioner and "Qie assistant Secretary 

Management, w nile most of the items concerned actions to be talcen to addresss 
Immediate and urgent position classification and persormel office staffing prob- 
lenosp the A fe v eement called for the designation by the Commissioner of a. Froject 

FRir - 
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3 ^fana ger C^slxiL I^orentgen) ^ wlio would, develop coordinated. I>epa2±mentai- 
^ctioa Plan for Xzcprovement o€ JPersormel ATnnagp-meixt ixt the JSureao* 
Copies of. the Marcli 2S"jaugreement and the April 9 memorandum from the Com- 
Ttn ssioner- regard jlns: the role of the i'roject ilanager are attached as -A.px>endices 
^ and Zi- * . ^ ' c 

Sources of InfoTTTKLtion 

In order to address the full ecope of the project — *'A11 a^>ects of personnel 
nianag^ement and management's direction of human resources, at* ail organiza- 
tional levels in JBIA.'^ — the I*roJect "Manager used a variety of written and othezr 
informational sources* -In addition ^to the peirsonnel xxianagement e'VT^aluation 
reix>rts mentioned above, written material inc^ various Bureau 2V£anxial 

chapters, the files of the JB^lreau''s i*ersonnel Management I^plicy iteview Board, 
l>ooI^ on Indian policy, the ld71 ATanagpment Review Beport on BIA^ and a 
wide variety of publications produced by -Ajrea Offices and tribal groups. 

The most important information source consisted of the views and perceptions 
of Bureau personnel themselves; obtained in numerous discussions and inter- 
vie wi^ In the Centx:al QflSce, many talks were held with the former Chief i*er- 
sonnel Officer-, (who retired on April 16>, the Acting Personnel Officer <who re- 
> ported on April 19 for a 2^4 month assignment) , and Jthe various staff members 
in the personnel office. All Office I>irectors we*^ interviewed, often with their- 
key staff members. All 22 Area Offices and the AlbuQuerqne **comple3c'* were 
visited, with lengthy discussions held wiCh 3J.O managers* (including Area I>i- 
rectors, JOepii;.y Area XHLrectors, Assistant Area IXrectors, Division CJhiefs,. 
Branch ^Shlefs, and 'Superintendent) ; and. 36 p^sonnel officers and stiaff mem-* 
bers- Tlie views of. several Indian'^'tribal chalrm^x were also obtained during 
these field visists. On the same trips discussions were held with 25 officials of^ 
the Otvil- Service (Tomizzission in the five Begional Offices servicing the Bureau. 
(Chicago, I>allas, I>enver, San Flrandsco and Seattle)- 

Another^ valuahle source .of information constituted the Project Managrer'a 
attendance at the Burean's I>irectors Ck>nference» July 21— 23> in Sacramento^ 
'California. A **Tentative Outline'* of the Action Plan had be^i prepared before- 
hand land was used as advance hriefing material for participants in preparation 
for the two-^our discussion of jpersonnel management on 'the ag^^ida f or the 
mornings of July 22, The wide-rargring and lively nature of this discussion hy 
the top* management of .the Bureau was helpful input to the Action Plan iii- 
formation base. . * ^ 

A^-AJixsis OF THE 3£A^-d.GEi£Er<rr Pieosx:e:3x 

Jrtteirr^Iatcd> 2^€Lttirc of J^ei sonrt^Z 3faTt€Zff^m&zt 

^he way in which an organis^ation obtains and uses the people it needs to ac- 
complish its work — and the effectiveness with which it thus performs its human 
resource (personnel) m n najgj^ment — ^is directly related to the general manage- 
ment condition of the orgaziization. 

The personnel management problems of the Bureau of Indian Affairs, Identi- 
fied by the evaluation rex>orts and the perceptions of Bureau managers and per- 
£^onnel staffs ^emselves^ are thus symptoms of the organization's basic manage- 
ment problems. The deficiencies in position classification^ employment procedures^ 
^nd other technical /administrative aspects of personnel jmanagement; and the 
wealcnesses in staffing programs^ training plans, decision/conmiunication methods 
and other policy/managerial aspects of personnel- management — all find thetr 
basic causes in the general management condition of the Bureaus Therefore, 
analysis and unde:rstanding of this organiiRational/iiistltutional situation must 
precede any effort to address the personnel management prohlems. And any P-^- 
3onnel ilanagemcnt Action Plan for improvement must be based on the reitlitns?^ 
of the organi2:atinn^s general management effectiveness. 

The puri>ose*of this analysis seccion^ th<^n, is not to hold Bureau -m ^ n q g-^r^^-^g. ^ 
up to any searching light of inspection or fault-finding, but rather to place che 
-personnel management problems within their proper context so: that actions talcen 
will be aimed at reaU undeirlying causes and thus result in lasting instead of only 
cosmetic improvements- ' 

JSacJcffrouTtj^ to tJic Mamac^cment Oonditiott i^ 

The policy of American sooietj: towards its native peoples has gone through a 
number of stages, from remov 1 to concenrration/reser'V'ation to Individual allot- 

•-An lnt*»r**stlng si<Ie observiitlon Is that GT of these Bureau field zna.na£:ers are Jndlnn. and 
53 non*Iiiillaji. 
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ment to tribal reorg^mizatlon to relocation/term i nation — to to<iay*«^ self -deter- 
xninatiocu Since 1S3I, wlien ttie Sureau of In<iian AfTalrs was created, ,tliis orga- 
niyiotjon lias been ttie GoVemment'^s institution, implementing anci a<1 mini s teriag 
tbese policies and tlieir resultant progrrams,' 

^Tlie past ten years bave seen as radical a sbif t in basic Indian affairs policy 
as. bas ever occurred. -A^^ part of tJie recent general trend in -ALmerican iK>ciety 
toward sweater involvement and expression by all populatio-^ seamen ts^ Indian 
people participated in tbe social and economic ferment of tbe XOCO's and 70*s» 
increxisin^ tbeir self-awareness and independence of action. Tbe rresidential 
messa^res -of ilarcb, 1&6S and July 3L07O called for rejection of tbe termination 
X>olicy of tlie previous decade^ and tbe recognition of Indian ri^rbts to self-control 
of tbeir future and self -operation of tbeir programs. Xbe Indian Self-Peterroina- 
tion & Educ. -A^st. Act of X0T4: (TL gave a legislarive foundation to tbis 

new policy; and tbe administrative extension of Indian preference in lOTii for 
Bureau employment (confirmed by tbe Freeman and tbe Mancari decisions in 
3,9T-i) provided tbe vebide to •*Indiaui2e" tbe bureaucracy implementing tbese 
policies. Si;^ificant increa«es in approi>riations for Indian profrrams occurred at 
Tbe same time, witb many otber Government agencie:^ in addition to SIA. play-* 
ing a large role in meeting Indian needs. 

Tlie actions and reactions associated witb. tbese fundamental policy and pro- 
gram sbifts often partook of tbe sudden^ even revolutionary^ cliaracter o'f tbe 
general times. VTbile tbe first two Ijtillatt Commissioners of Indian -A^fTairs. in 
The lOeO's, gradually advanced tiie principles of consultation and coordination 
witb Indian tribes^ during tbe early lOTO's tbe complete top structure of tbe bead- 
ciuarters olBce was replaced by Indians xising novel and e:xtreme approaclies in 
tbeir itealings witb tribes and rbe bureaucracy itself. Tbi>^ internal situation of 
251^. often termed **cbaotic" and cbaracterisced as an orgariisation wit!i a broken 
spine^ was matebed'in late lOTS by external events wben Indians **toolc over** tlie 
Bureau's building in TVasbington, r>.C- for several days and produced ba\-oc to 
tbe ••institutional, glue'' represented by records, files, and otber documentation/ 
communication means. 

QTlie resultipg **interregnum*' sitaation took several years to work out. and tlie 
danaaging af ter-eflects are in most people*s opinion still very mucb evident in tbe 
organisation. Xbe suspicion of Xndians\ tovifards tbe Bureau — and some sa^ 
toward^ Oovemment poliey^in general^ — lias increased; wliile tbe ability of 3iI-5L 
to exercise^ autbority and serve as an elXective instrument for enunciating clear 
policies as' well as fol^lowing tbrongb witb well-designed programs^ is severely 
questioned botb inside and outside- tbe Bureau. _ 

Tbe basic sbifts tbat occurred in the past few years in Federal government 
policy toward Indiar affairs bave beoiT revolutionary in tbemselves. Furtber» 
tbey bave presented unprecedented challenges to 35I-sV as an instrument for pro- 
gram development and an institution for program implementation. In tbe process, 
tbe management of tbe Bureau itself — tbe systems, metbods and procedures of _ 
operntting-^-on tbe wbole attempted to deal^'witlr tbe ^otiilly„ new problems and 
situations iJy employing' basically tbe same. attitudes." a pproacbes and procedures 
of tbe past- 3Jbe dim€Jtsion and severity of tbe management problems now endemic 
-in^be Bureau indicate tbe inadequacy of tbis strategy and prove tbe necessity for 
seeking new directions. 

Tbe sbift in fundamental values and objectives underlying BIA^s raison 
d'etre — fronc essentially conductiiig paternalistic operations to nominally advis- 
ing and assisting self-governing e<iuals — bas bad sucb sudden implications for all 
parties tbat f ew liave been able to *'catcb up." Congress, OMB, Interior, CSGv tbe 
Bureau itself — all are struggling to understand xvjxat tbe new situation means^ 
and requires in tbe way of implemen'ting legislaticm* revised monetary arrange- 
'ment*?. different leadersbip and direction, and novel cominx?riication melbods. I*er- 
baps tbe party least successful in analyssing and coping'witb J-be clianges needed 
bas been tbe institutional management witbln tbe Bureau Itself . Being a creature 
of tbe past. desi?2med to serve tbe needs..of tbe past, and^rewarded for. addressing 
rbe problems of tbe past — tbe internal managemen^^iji^ititution^ lias tended to 
ignore. depTore^ or naisinterpret tbe changed conditron;5 jbr-orrg^ *about by tbe re- 
direction of tbe Bureau- 

SeveraJ factors actually encouraged tbis non-constructive reaction, rather tban 
tbat of responding to tbe unprecedented challenges by developing new manage- 
ment solutions, including : . 
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lA. litetoric under-valuation of tlie significance of internal maiiaeexaent in tlie 
Bureau, wldcli lias never been Held; tip as a. paragon of good, man agement ; ^ 

A pattern of defining^ tlie role of persons staffing various internal 'xaanagement 
functions as basically tbat of followers (of orders and directions) ratber than 
tbat of leadei^ (in effecting innovations, initiating decisions, etc-) ; 

Xbe natural inertia of the internal noanagement institution- itself » wbich of 
course was not consulted on tbe basic redirection of tbeiBureau*s mission, and. 
Tvbicb was iinable to see many advantages from Its stajidpoint in tbe new situa.- 
tion; ' ^ .: 

bistoric absence of tbe teamwork approacdi witb ^r^^ecbanisms for irlentixy^aag 
common problems and ''floating** tbem np to b<^dciuai cers for common resoluciittti ; 
tbis situation extended beyond tbat^of bealtby decentralization ; 

Tbe Jacic of continuity in top management leadersbip, wbicb f rom tie stand- 
point of managers outside of "Wasbington, I>.C- bas added up to a lack of Central 
OlBce capability*- to provide real leadersbip. guidance and assistance; and 

Jl, lack of timely decision-making capability^ wbieb is universally viewed -witb* 
. in tbe Bureau itself as BIA's single most disabling managerial trair«. 

■Certain basic, interrelated requirements exist for effecti^'e management of any 
organization* To tbe °^xtent tbat BlA fails to live np-to tbese essentials* its man* 
ageriaX improvement needs are revealed* (Tbe cbaracterizatfons below^ togetber 
witb selected quotes, are drawn directly from and are representative of tbe per- 
ceptions of tbe I5ureau*s own managers) : . • 

1. CZaarW dLcfincA an<L tL^uler.'itopil ttitsation^ Tbe basic reason for its being bas 
become unclear and controversial in tbe 3nreau, To many of its managers, tbe 
sbift to tribal consnltation and self-determination .destroyed tbeir basic under- 
standing of tbe 35ureau mission : 3Iaking decisions Tor Indian constituents based 
on poy^sessinsr 'more and better kriowledge tban tbe constituents* especially in' tbe 
area of economic development and trust Responsibilities* "Managers are not sure 
wbere tbe I5ureati is going*'" is an often lieard refrain. Just recently a Kureau mis* 
sion statement task force started to ad'dress tbfs Question by coming lip witb (1) 
Trust responsibility and govemm'cnt-to-government relationsbip as tbe 

twin foundations for Bureau existence and program responsibilities* ^ 

"•iSasie mission Questions still reniain : tbe primary resiK>nsibility simply to 
belp tribes do wbat tbey determine tbey want to do? To become a large-scale 
contract-monitoring institntion? Ox to say **>ro" occasionally to tribes^ i.e. inter- 
pose tbe Burean's judgment on tribal determinations? Or, a? some managers in 
tbeir individual quest to define tire mission lia-ve come np wi Ji, simply to provide 
Bureau employment to Indians? Tlie present searcb for a formal mission state:* 
ment xecogn,izes tbe absence of sucbyd common understanding and tbe urgent 
need tberefor. - 

r" 2» Ooju-mOT^ .aoceptcz7icc of profjranv/obScctvves and ro^es. Witb tbe basic mission 
laolcing clarity, it is not surprising^/tbatr^bere' are deep confircts witbin tbe Bn- 
reaix regarding fundamental projrram objectives and roles- Tbe enunciation in 
1073 of " tbe Central Office's sbift' from an operational role to focussing on ra 
policy/budget role bas in most managers* opinion been neitber^ully abided by nor 
of assistance to tbe operational parts (Area offices and agencies) of "tbe Bureau* 
'"Central Office Directors bave not mov<?d out of operations ; tbere is friction be- 
tween tbe Central Office and tbe Areas."'' And tlae role of tbe Area offices is equal- 
ly controversial in tbe eyes of many : A resource to draw upon for assistance* or a 
severe* unwarralited restraint/on tbe needed operational freedom of tbe agencies 
and tbeir Superintendents. / 

(Basic program objectives and tbirusts — be tbey in tbe education* natural**re- 
sources^ or community services fields — are controversial in tbe minds of many 
managers from tbe standpoints of botb legitimacy and tbe Bureau's instrumental 
ability to i>erform effectively- At present, for example* a complete redefinition of 
tlie Education function and its objectives and organization is in process — for tbe 
^•umpteentli'' time in recent years, as far as most Bureau managers are con- 
cerned: using tbe wrong cbange metbods ^^nd not-addres^ing'tbe l>nsic questions 
of wbat continuing need tbere is* if any* fcx^ certain institutions witbin tbe func- 
tion, Tbe ajipropriateness of various elements in tbe social/community services 
-program objectives is similarly severely questioned by various Bureau managers* 

"^•Tbe trouble witb BIA is; tbat ix doesn*t bave a firm set of objectifies and no 
clearjy enunciated, strategy**" 

**Kvery Area bas drifted into its own^*cbannels, witb no consistency and little 
sbaring among Area offices/'^ ^ ^ 
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The absence of common objectives ajad accepted roles in tlie Bureau (and of 
fnter-JLrea communicatioiX5<) is ffrapliically <iemou»;t rated by tbe complete incon- 
siistency of :a.rea office orj^aniswitional arranprementw isroias? far beyoiid a ^'healthy''' 
prero^tive f^r local adaptation and experimeiwfircL ion, .Area offices of ten' di^^play 
little compatibility witb 'Central OflSce organ h^^r^ai tion fui^ctions or titling? ^prac- 
tices; present a confusing array of JDeputy JLrea Directors (or none)* ^Vssistant 
-A.rea I>ireccor2$ ( or none > , **I>ivisions'* and "Brancbes*^ <i2Sed intercban-^eably • 
for tbe same organi tional levels) ; and posses?* little knowledge of tTie organiza- 
tional arrangement (and its underlying reasons^) in any of tbe otber Area offices* 

"Xbroughout tbe Bureau you'bave programs operating witbout knowing Tvbar 
tbey are sxipivosed to do.^* 

^•Xbere are so many different functions in tbe Bureau, eacb out for itself, and 
not about to budge,'^ 

Tbej^e stuti^'jnoiitsi' are more understandable wben viewed against tbe backdrop 
of organizational role dysfunction and disarray, 

3- C'fcar ayirl tiniclj/ po/ir// for^nulcztian <in<t i^^fuancc. A common criticism 
tbrougbout tbe Bureau is the absence of current Manual material, policy guid- 
ance, and even plain responses of any kind from tbe Central Office on x>olicy ques- 
tions. Wbile tbe many extenAiating circumstances making tbis sitiiation more 
"ixnder^tandable are generally mentioned — rapid policy and legislative cbanges, 
tbe proliferation of otber agencies^ Indian prognuns, numerous personnel cbanges 
in the Central Office* tbe disruption of tbe **take-over" and its after-effects, etc. — 
tbe fact remains tbat tbe average manager'^s -perception is tbat 

*T*bere are inordinate delays in getting guidelines to tbe field-'^ 

**We ask for belp and direction, and get none.'^ 

**AVbat polir^ pronouncements and revisions we get are not complete* leave out 
tbe implications, and provide no resal guidance. E\'eryI>ody is on bis own,"eacb 
like a little island." ^ _ 

_-A.nober m^tjor point.made is /the Jack of involvement of JSttreau operating man* 
agers in policy formulation, tbus raissing tbe opportunity, to build in commitment 
to tiie i:esulting policies. , 

4^. \4ipplicatxcm of common t>rr>acdtivcs^ irul&f a7t€L re£7uI<Lti07ts. 

*rEacb Area bas "it^ own tmspoken rules, resulting in many inconsistencies 

arn'ong tbe JVreas in services provided to tbe Indian people, 

**Xbere is a general feeling tbat BTA doesn*t bave to follow any regulations.*' 
**Tbe former Bureau leadership in effect ordered ^jjls to violate rules and " 

regulations.** 

These typical comments by managers indicate tliat -a. general breakdown in 
progmmmatic discipline Ik perceived as one of tbe cbief management problems 
of the l>urehn. -A^nd there is often a strong feeling that: **sticking to tbe rules and 
regs** in mnhy matters is still unwanted, results in being considered and treated 
as •^uncooperative/' and might jeopardize one's status and careers — i- 
On7nmuniratt07% J^i/Mfcm fnr* tccttm^tcorJc^ Tbe common i>^rcep^>on in the Bureaix . 
is tbat rbere is an absence of effective Bureauwide commtmicaitions in manage-- 
ment matters. Tbis bas already been exemplified above, as within tbe Education 
function and its^ curr^^nt redirection, and in general policy,. formulation and^its 
lack of organizational involvement. Many '^exampl€^s were offered by Cen tral-and — 
Area office jnanagers of topics and* concerns VLvszerttly needing forums for group 
discuj^sion and wide organizational communication, but wbicb are .not accorded 
yjucb treatment- Tbe **rear' issues and problems concerning Bureau 'programs and 
management matters are generally avoided in wbatever meetings or conferences 
are bold, and it is tbe perception tbat tbis is a deliberate tactic or style to avoid 
oontrov4>r5;y and tbe necessity to **bite tbe bullet." 

Tn many Area offioes5^^tbis r^ame lack of effective -eommunications-for-team work 
exists among program frinetions. and l>etween tbem and tbe agencies. '^We com- 
muriieare only in crises" is one manager's statement of tbe Bureau^s communica- 
tioTT alMlity. ^ . 

n. ' T^rofjm'nh ci'^Jua.ftnn nfjniyfftt Mfa^i^farffs fnr arcouTifabilify, Tiiere is no system 
for ovaliiating program effectivene5is in tbe Bureau. Several managers mentioned 
tbis as one of tbe key managerial deficiencies wbicb contributed to tbe total 
prohlein 52iruation. ' " ' * 

want an overall evaluation of my agency.*^ 
**VC"tf^ are spending, millions of dollars, and sbould Ite looked at periodicajUy,^ 
"The r>orartmental audits bfive no effect: nobody ^takes-anx^^action on tbem,** 
"TVe bave no system for getting tbe facts and figures to base organizational 
and manpower allocation cbanges on.^" 



witli basic missions and pro-ams in controversy, i>olicies and groidt^liiies 
nhciear^ and comraou procedures generally absent^ it would' be diflSctilt to produce 
standards against: wiaicli to measure program, effectiveness — ^wlucli undoubtedly 
accounts for Xbeir absence. :aianasers> voicing tbeir concerns itx tliis area axe 
probably tbose vrbofeel tbat a true evaluation <or "inspection*'^ ope^-ation would 
necessarily "uncover tlie many problems and contradictions tiiey see as inlierent 
in ttie application of tbe new self-determination and tribal consultation policies — 
so tbat something would liave to bappen to correct what tliey l>elieve is an undis- 
cip^ned* 'Nirandy store^ situation cbaracteriiced by —jiolitics and favoritism** in 
relation to providing serv-ices to the Indian people. **0'ur managers are used to 
doing illegal things for so long that they don't Icjuow they are illegul any more"^ 
is one manager'^s way of putting it. 

Many managers do not feel tibat this standard--less, progranx eCTectiveness-less 
management style of operation i^t ultixnately beneUting Indian people, since it in 
x*eality i« based on a demeaning conception of tUem as children rather rhan as 
mature adults who will be held accountable. 

'*The Sureau must learn to say 'no' occasionally, stick to some standards, 
*stand up* to tribes for their own good — and they will understand and cooperate 
if they respect the bureau's leaders and policies. But if you act this way now, 
you are threatened and persecuted.** 

These views — as well as the others in this analysis — were expressed by Indian 
and non-Indian managers alike, when they were e:vpressed, 

7- ^Jixicrnal niaiKZffcrncht jtrol>l&n'SOl^tnsr a7i<l il<^'oision-7ivaJcln(j ahilitT/^ Xlie Bu- 
re:iu's aluli ty to solve its owna managerial problems and make the necessary timely 
decisionis for effective internal management is severely questioned by its own 
managers. 

"?Cob<>dy listens to our problems, and nobody gives a danm.'^ 

"instead of addressing questions regarding effective organizational arrange- 
ments; better utili:sation of our manpower resources, the best technology and 
professional exi>ertise available — 'RIA. is absorbed with political problems.** 

**!Che Bureau does not want manpower allocation, position management, work 
meastir«»ment studies— doesn't want, to know the facts -regarding, improvement 
possibilities in ai-chaic metbods in use. Xhey just want the status quo and no 
ripples/' 

Whether the OBureiJ,n **wants" these tools or not, the fact is that; there is agree- 
inent thixt effective raechanisms for ferreting out the problems and making timely 
decisions on these matters are mostly absent. The criticism of delays,in decision- 
making— on filling specific vacancies, allocating employment ceilings, approving 
proposed organiamtional changes* coordinating budget and staffing consideratiom>, 
and similar internal management matters — is as intense and vivid as any subject 
addressed by tbe managers of the Bnreau. , * 

S- General rou/idencc xm ajttl r€4tj>ect for lecufcr-Jihij?^ It is hardly necessary to 
dwell on the fact tliat the above .analysis of the management condition of BlA 
adds up to a very general lack of confidence in or respect for leadership in the 
orsrani:£ation. At whatever level- — agency to Area office (and vice versa), Area 
<'ffice to Central Office (and vice versa program function to staff function ("and 
viee versii); Central Office function to another Centriil Office function — there 
typically is a deep feeling of frustration and lack of direction. 

ilany believe that tliis is a natural result of the. tmprecedented events of the 
past decade0vx-hen so often a physical vacuum actually ex^isted in leadership i>osi* 
tions'and^ jHso often in tlieir perception^ the even worse situation of abortive or 
destructive leadership prevailed. Verbal expressions of the feelings take the form 
of ^^overwhelming tramna." **a losing organiawition^' and **lack of integrity.'* Still 
others attribute much of the situation to the increased racial fa ctiona ligation of 
the Bureau produced by the 74 extension of Indian preference and it» 

application since. They spealc of the inability of most non-Xndian career employee^^ 
to make the psychological shift inherently required by the radical policy changes, 
ar^d of the over-reacting attitudes of many Tndians caused by the yeax^ of dis- 
criirination they feel they suffered in tlie past. 

The significant points of the above analysis is not so much'^to what extent tlie 
Ttureau does or does not exhibit these managerial dysfunctions, as It is that the 
Bureau's managers thems^ves generally perceive the problems as stated^ This i». 
tlie organization's analysis of its own situation, and as such is the managerial 
r€?ality within which ox>erations proceed* * 
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Toicards SoTuHotis T 

It woTdcL be astonisTiing if the Buxeau ot IncUaii AfTairs had 3aot l>een experi- 
- encins: severe management problems and difficulties in keeping pace xrttb tbe 
challenges flung at it during- the past decade- ES very organization in Anierlcan 
society — <5overtmient ox; private — ^witb.^ the task or providing services to people 
has been faced witb novel demands and inadeQuate resources due to the great 
changes that have occurred, in the^i>eople themselves, their problems and their 
self -^perceptions. With responsibilities in many ways similar to those of local gov- 
ernments, the Sureau has been dealing with the same forces and restraints as 
have the struggling cities and towns throughout the coxmtry, 

But more so: The additional, unique factors of the BTA situation — such 
Americans continuing ambivalent feelings and policie.. regarding its native people : 
the Federal go vemmentV •*trust responsHJility*' towards recognized Indian tribes 
and^gxoups». and the l>uilt-in contradictions^ in. terms within this concept t the 
element of "sovereignty'' in Jndian affairs arising from treaties and a renewed. - 
stream of court decisions ; the multitude of differences in problems and need- 
perceptions of the many tribes themselves — all make it considerably more difficult 
for the Bureau to respond adequately in regard to such desiderata as clearly 
defined missions, commonly accepted objectives, timely policy formulation, etc^ 
As an a^rent of the Indian people themselves, and as a bureaucratic (in the best 
sense of the word) instrument of the Federal government too, the contradictory 
nature of the Bureau's role is- bziilt^into the situation and has significant: impact 
on its ability to manage itself. 

Thus the Bureau faces the same complex of internal maimgement problems as 
all other institutions today — of organizing itself for results, obtaining and allo- 
cating adequate monetiary resources, hiring competence, providing* a motivational 
environment, utilizing best methods and technologies, developing and using a 
jntiltitude of skills^ maintaining meaningful communication systems — -in addition 
to coping with the legacy of historic and outdated discrrixoinatory attitudes and.* 
-currenf needs and desires to **cateh up,^' 

Many of the forces Tvhich have created today's management condition have 
been, and jcon tinned to be, beyond the control of the organization itself and its 
leaders. Those elements which are subject to management Influence are also 
crucial, however, and constitute the agenda for whatever improvements are to 
be made. The seeds for these actions will often be found within the Bureau itself t 
others will call for coordinated steps with various other parties in the total 
problem environment, such as the Interior I>epartment; the Civil Service Com- 
mission, OAIB. and Congress*. The solution outline— anticipating the a<2tion st^^s 
escpanded ui>on below — ^revolves around : „ • 
- An institutional focus (leadership role> for effective internal management. ■ 

A. problem identification, analysis and solution-proposing instrtment in the 
organizational, manpower allocation, and worlc methods areas. 

A. pi-ogram evaj nation function; "including^ standards* 

A. communication/team work mana;gement style. 

A. managemenc development program- 



Jtelation.<^ , Crcn^raZ Mcmacfamcnt 

It is obvious that an organization with the type of general management situa- 
tion outlined above will be experiencing severe problems in the management of 
its human resources- The essential components of general management effective- • 
jxessi — ^missions, objectives, roles, policies^ procedures, communication, standards, 
' evaluation, decisions, leadership — are basically the same required elements 
for effective personnel management. The whole purpose in presenting the preced- 
ing^ section was to ensure that in addressing the Bureau^s personnel mana ge- 
- -ment problems, v^arlous^ basic causes stemming from the^jreneral ^management 
condition were identified and, to the extent practicable^ included in the Action 
. * rian agenda- - 

Thxis» looking more closely at the personnel management sdtuatlon in the 
Bureau^ often the reasons for a specific problem condition are directly traceable 
back to elements treated In the general maiiagement a^naly sis above. Similarly^ 
a specific solution approach in personnel management will often re?<iuire that 
actions be taken In the greneral management realm. 
• There is a distinct puiT>ose in repeating and re-emphasizing this matter of inter-, 
relationship: To overcome a serious misconception in the Bureau regar ding the 
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nature and role of» and responsibilities for, personnel manasement, TMs con- 
ceptual/definitional problem is -not nnxQue to BIA; however^ tbe.tinfortrum 
effects inberent in tbis popnlar misconception are greater in tbe case of tbe 
Snreau becanse of tbe nrsent need for znany improvement-actions. Xbe. Question 
becomes r Who are tbe responsible cbangre agents? 

Cortccptiofis of ^ersorvnel JUaaxag^mefftv 
/ Managers in BI-A., witb few exceptions, nnderstand persozmel management to' 
consist of tbe activities performed in tbe IBurean'c personnel offices* wbiclr are 
in stun viewed as tbe processing services required by tbe Government's personnel 
system in order to effect tbose individual personnel actions mftTingpTnpnt bas 
decided will talce place. I^exrsonnel management is tbus seen as equalling tbe 
X>ersonnel processing work imposed by -**tbe system.*' 'R^]^i:e&&a.tixig an eactemally 
imposed **burden" to be borne by tbe organization, as a mlnimun:: t:^i«e services 
sbould tberefore be performed quictJly and routineer so tbat little d lay is experi« 
enced by managers in classifying tbeir Jobs, filling tbeir vacancies, 
prt>m oti on actions, processing tJi err traiziiinx requetits^ etc* 

Under tbis conception, tbe personnel office's job is considered to be limited to 
" Imowing **tbe srystem," being able to use it iimovativ^y to satisty 'promptly 
management's needs and desires, and in general to keep management **out of 
trouble'* in personnel -matters. Tbe, manager^s 5ob is limited to seeing tbat tbe 
personnel office performs in tbis elTective, servicing manner. Tbe sole effective- 
ness test of personnel management tbus becomes wbetber tbe personnel office 
e^cplains to tbe manager bow wbatjtie wants can be <3one, ratber tban wby it 
cannot, * ~ ^ 

Tbis traditional role of personnel management- — ^generally termed personnel 
administration or i>ersonnel services, and recognized as OTte legitimate personnel 
function-^^ — served tbe Bureau's needs fairly well for many years, as it did xoany 
otber organizations. Operating programs were comparatively well defined and 
static; organisational arrangements and portion structures were generally^, uni- 
form and determined at beadquarters'; positions were usually filled from internal 
and/or. local sources tbrougb a 'network of colleague-family-friend contacts; and 
tbe role perceptions of tbe personnel office staff members tbemselves generally 
were no different from tbose beld by management. ^ 

To tbe long list of forces and events wbicb during fbe past 10—15 years bave 
caused a radical cbange in tbe demands placed upon management in tbe bumaii 
resources field, so abundantly described in -many otber places — rtbe revolutton iii^ 
organizational concepts, position management, Job enlargement and enriciiment,\ 
manpower planning and utilization, equal employment opportunity, career de- 
velopment, motivational management, labor relations, etc^, etc — must be added in 
tbe case of tbe many cballenges to and effects on x>ersonnel policies and 

practices of tbe unprecedented events summarized above. Tbe **battle of orga- 
nizational roles'^ of tbe early 1070s. between tbe Central Office and tbe Areas; 
tbe e^ctension of Indian preference to internal personnel actions i tbe institutional- 
ization of consultation witb tribes on i>ersonnel matters; tbe sbif t to contracting 
Bureau functions to tribes; and tbe rapid cbanges in top leadersbip all placed 
wbat proved to be an unbearable burden upon managers and personnel staffs. 

liven if tbe Bureau's conception- of personnel management bad been broader 
. tban tbat described above, tbe cballenges of tbe new personnel management forces 
and of tbe Bureau^s own managerial ''revolution'' would bave been difficult to 
meet successfully* But witb tbis role definition uncbanging,- wbat occurred was 
inevitable : Managers blamed **tbe system** for imposing furtber and unwanted 
obstacles in tbeir patb of "getting tbe Job done,** and generally ignored or rejected 
tbe "obstacles** in order to keep "operations as usual*** Tbey blamed tbe per- 
■ sonnel offices,, as "representatives** of tbis e:rtemally imposed sorf^tem, for tbe 
increasing complerfti^ of bitman resource management; and personnel staffs 
started blaming management for not recognizing tbat a new ingredient was now 
needed: -A. different conception of personnel management based on management*s 
acceptance of and commitment to a leadersbip role in perse nnel management. ' 

Tbe result bas" been tbe creation of an almost "two bo5;::ile camps** situation^ 
witb neitber tbe managers having bad tbe opportunity to become acquainted 
witb or slcilled in carrying out tbeir personnel management responsibilities^ nor 
tbe 7>ersonnel stafCs generally baving gained tbe stature or resources needed to 
fulfill a broader role and provide managers witb tbe expanded and different 
services now- called for, Tbis situation^-also. detracted from tbe ability of tbe 
personnel -offices to perform even tbeir traditional processing functions, tlxus 
causing still more ttiticism from mnTuagement- 
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This matter of rJie ^aceptiozi of personnel management lias been dwelled npon 
so e^ensively becanse it is perceived as a most crucial element involved in tlie 
sncce:5s or £ailnre of uny, action plan for improvement. Tlie key to the *^solution" 
of tbe specific Ixuman resource management problems of the Bureau lies in an 
initial recognition and ownership of these problems by management. .As loiig as 

- the ownership and responsibility continues to be perceived as lying elsewhere 

^ with *-the system/' the iifersonnel office/ the Civil Service Commission, the Depart- - 
*^ ment^ etc. — that element of management commitment and resulting ^^solution** ' ^' 
behavior essential to improvement action will not be forthcoming- 
While it is not unusual for managers of organizations to shy away from snd, 
reject their persozuiel management role and responsibilities— often liaving been 
selected for management positions on the basis of their technical specialty slcills 

or other factors not connected with those distinct abilities implicit in managing 

organizations typically overcome this situation by ensuring that i>ersons are 
exposed to management concepts and developmental experiences prior to Cor at 
least soon after) entering a management position. Such a management oriental- 
tion or development program has not been used in BIA» f or either those reaching 
leadership positions "through the ranlcs^* or those brought in from elsewhere. 
K"ew managers^ often in management positions in a large and/'or Federal govern- 
ment organization for the first time, do not have the benefit of being exposed to 
either general management principles and concepts or the Federal government's 
and the Rurean's own policies and systems for manag^nent. 

This has been identified by many as the most significant need of an action plan 
for improvement: Management development so that persons in leadership posi- 
tions become aware of and own up to their internal management responsibilities^ 
and thus committed to expanding the time and resources needed for turning 
the Surean into an effectively managed instrument for accomplishing its 
programs, 

Id^ntific€Ltt07t of tJic 3fa€;n ProHIcms 

In addition to the almost universal Ca.nd generally legitimate) criticism by 
managers_in the Bureau of the long delays and frustrating procednres they run 
into in practically every dealinp: they have with their personnel offices — ^which, 
as has been said, is typically their only perception of what personnel manage^ 
ment is all about— Bureau managers are thoroughly aware of and eloquently 
speak about ^ the other severe BIA problems In human resource management. 
Generally^ however, these issues fall outside of their conception of personnel 
management* and hence no problem ownership is recognized on their part They 
are not sure where these problems do belong conceptionally or functionally— prob- 
ably not in the Bureau at all — but vrith the Department or the Commission or 
the courts or Congress, In any case, they Tlew them as new and foreign. dements 
producing increasing frustrations to *'getting the work done." 

Similarly, personnel office staffs — ^who are equally adept at identifying these 
problemf; — find it difficult to identify such is5n3es with the historic personnel 
action servicinic: role assigned to them by the Bureau, Hence, they also tend to 
reiect ownershi^p and^ in their frustration, throw the problems baclc at zoanage- 
ment. The result has been little progress, towards problem resolution, 

rrhe following^ isrsues are in most cases interrelated^ i.e., the non-resolution of 
each oTxeX^nas. to^ increase the destructive effects and degree of frustration caused 
by each of the others; and to solve any one, an action plan for addressing all 
must be implemented. They are listed in the order in which they are perceived 
as th^ most critical, based on the extent to which they were commented npon 
during the discussions held with the 136 managers and personnel staff members 
in the Bureau, 

3, Tndiart 7>refrrenc4>. — There is no doubt that this subject is the single most 
visible problem issue in the Bureau today, as well ns the issue whose ramifica- 
tions are the most far-rea^diing and interrelated with the other personnel man- 
a gem ent problems, ^. 

TVben Indian preference — -which historically f since 3934) was applied only 
to person-5 initially enter* nc the Bureau from outside — -was extended in 1972 to 
vipply i-O: fill ins: Bureau positions through all other types of personnel actions 
(promotions. Tca5?signments, transfers^ etc.). It is agreed by all that the change- 
was accomplished in a very sudden manner and without the benefit of the Idnds 
of planning and communication processes which would have addressed the ex- 
tend ve p5?ychological and managerial /procedural implications inherent In -Ticb. 
a radical personnel management change. Xeither were tidese needs met in -t974^ 
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after tbe court dedsioxis opdled out In great: detail the extent to wliieli x>ositIons 
:^ — -As^-resnlt, thevextensibn <rf TTictian preference iias caused r 

. X>eep emotional reactions^ often spnttizKs^tlie employees in an office into almost 
liostile factions ; 

Man^ non-Indian employees to feel tlureatened^.in relation to l>otli tlieir oppor- 
tnnitxes for furtlier career advancement in tlie Snrean and tbelr own psydixc 
imase as wanted-and-needed contributors In tlie Burean ; ^ 

Managers to experience increagnng difficulties in fiUingr tbeir' positions in- a 
timely manner witli persons perceived as well a^^alified, and in mailing personnel 
^43liifts needed for reasons of improved efficiency and performance; andx 

X^ersonnel office staffs to liave severe difficulties in effectively iznlErilementins 
this new s t a ffin g factor^ wlmt with the lacdc of plaxming and preparation with 
which the c hange occurred and of management direction since then* \ 

a::ypical comments illustrating the present situation, made by T-nri^j^Ti and non- 
Jn d ian managers alilze, reflect both, the real and the psychological barriers to 
management action which Inc'ian preference has b^ome in the Surean r 

•^Xon-Indians fe^ dead-ended. ?n their positions and are losing their challenge 
fbr the work and for giving out with new ideas,** 

"•^The pendulum has swung too far; we are not getting people as oualified as 
needed into our Jobs.** 

^We*ve been sliding around for four years on the issue and have lost the^ 
^^111^ to move employees, reorganize and make needed functional changes.'* 

While it is apparent that the TndTarr preference ^sctension had the intended 
eflTect of finally getting Jndians into many positions, particularly higher graded 
ones, where they had not: been before (because of past actual discriminatory 
practices, many will add)^ it. is also obvious that the action had many other, 
/presumably^ unintended results which constitute the core of the personnel man- 
agement problem situation. X^esent conditions and operations do: not generally 
result in a sufficient supply of . good candidates for Jobs, T-nrTioTi r^y- mr^rt^rrt ^^n ; 
do not hold out the promise that this situation will improve; and continue to 
leave the practical questions of re structu ring Jobs downward and re-advertising 
, 3obs over and over again (both in attempts to obtain TTifjf^n candidates) without 
any effective Sureauwide guidance or direction^ 'Esoki part of the organization' 
f^eels it has been left to itself to struggle with these complex issues which 
'Should have the benefit of Stureauwide policy and procedural leadership. 

2l rriBffZ cansultatioTt. on persotmel actimis, — ^Traditionally the Bureau has 
conferred informally with appropriate tribal leaders on the prospective appoint* 
ment of persons to at: least the top management position in an agency, i.e. the 
Superintendent* The nature and scope of this practice was changed drastically 
in the early lOTCs when thtf> "Rnr^^art^g -nOTp- t^p TPnTiag<>Tr>**yf: ^"*^Tn fr> rmfti?yW f 
and directed consultation with tribal leaders in suc^ cases and, in the opinion 
of most persons, deliberately left the tribes with the feeling that they* rather 
than the Bureau itset^ were the actual selecting -party on positions In agencies* 

. 3Ianagers now feel that no meaningful Sureau guidelines have been issued ^ 
In: this area^ with the result that the 'nsa:QT^y scope and metiiodH of tribal 
consultation show tremendous variation from .Ajrea to Arc±a .and^ even agency 
to agency* One thing is common i The trend is towards more and more problem- 
producing situations, with tribes permitted to constitute the effective final 
selecting authority for aZZ.positlons.in some agCTcies; Ixibal : pressures becom- 
ing: intense Cand - often decisive) on appointment, promotion,- and removal 
actions for specific individuals r and inter- and intra-tribal factionalism playing 
an increasingly important role in filling (and vacating) even Area office jobs* 

**We are reaping the wh f rlwind from our failure to define what 'consiTltation* 
means..** * 

>**Tribes have been led to believe they make the selects 

^TRiach agency does it its own way — we have no standards or guidelines.^ 
**We need firm limits, in writing; on consultation.-- SXA employees are Govern- 
ment employees and demnot have the tribe as their boss*" 

. ;Fe\v people would deny that tribal views and preferences should be sought 
on the fining of the top- agency position ; but niost have concluded that the present 
la<^ of direction has led to a *'running-f or-office** environment caterJns: to tribal 
politics and subversive of effective management of the Sureau itself. As one 
TnffiflU Tniiriager jputit r 
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"Trfbes are Jnst like any otbcr small communily — scratrTiing ench otiaer's 
bac^ living off eacb. otlier^ and malcfnig <leci3ion3 on politi<"ttI and family con-^ 
slderations. But tlie Snrcan is supposed to represent tlie i'ederal government 
wltb its principles ot merit; accountability, conflict of interest, etc'* 

InduiTi intaJce <znd development.— Gi\*^zi tlie great need and opportunities 
for Indian candidates for Huroau positions since 1972, and tlie generally xeco©- 
nized fact tliat tbere are inmifiicient numbers of Indixins <iualified and available 
for many types of Bureau worlc^ one would assxune that tlxis staffing problem 
liad been addressed tbrougb an Jndian 1 n ta Ire-and-development program, 

ilany reasons axe olTercd for vchy it luts not. Referring baclc to tlie Bureau's 
Tiarrow conception of personnel management and responsibilities, tliis is anotber 
instance wbere management sbows non-ovmorsliip of the problem- Furtliery 
xvitli few osrceptions past practice provided tlie Bureau witb little preparation 
. - or expertise for visualizing or attempting such a stalling venturer Jobs had 
always been perceived as being adequately filled through the colleague/family/ 
friend meehanisxn.- □□be. one significant exception — the coordinated, nationwide 
' teacher recruitment prOCTam — ^was for various reasons discontinu was 
not viewed by most managers as a solution model, ^ 

The problem of ensuring that an adequate source of manpower exists for 
its various jobs is a normal one "faced by all organisations and generally met 
through the personnel management system, TTith the additional factors of Indixm 
preference and self-determination, the problem for BIA is one of forseein^ 
its siiecLCe slcill needs^ counseling and a^>sisting Jndians to prepare for various 
occupations needed by both the Bureau and the tribes, using recruiting methods 
which reach those* already qualified^ and oi>erating an intake-and-dv . elopment 
program of sufficient proportions to guarantee a reservoir of trained replace- 
ments for those wto are leaving, 

**F'or years wo have Imdly needed a program^, with budget and ceilings, to 
liire and train Indians to replace the many people who will be leaving/' 
: **We never had a real training and development program In the Bureau, 
and few Jndians are preparing themselves for many of our crucial wort areas 
suclv as natural resources^ realty and appraisal^ and management." 

*':Managers are scarce both in BIA and the , tribes. Wliat are we doing to . 
remedv the' situation?** 

Tlie answer is very little so far. Again^ some parts of the Bureau liave at- 
tempted to address the problem, but with inadequate resqurces available 'to 
them^ JrCck of Bureauwide leadership, and in isolation* Some feel that this 
constitutes the biggest indictment of the BureauTs failure to ensure that it is 
an eSTective instrument for providing services to the Indian people z It*s inability 
to staff itself now and in the future with **the best.** 

^ Qualificatiort reqtitremcnts ixn^ilcterminations* 

**The attitude is that an Indian is qualified for anything. Rating procedures 
are lou$^ nnd in effect say *I*ut an Indian in there — ^it doesn't matter whether 
he knows the job or not.' ** . 

•* *Minimally qualified' has become *hire any Indian*' There is an over-emphasis 
on education instead of the actual abilities needed for the job. And we don*t 
feel we can do anything about it or have any control over our own qualification, 
requirements.*' , 

. **Xhe personnel people qualify everybody — there is no bottom to 'minimum 
and the consultation process means that tribes can recommend anybody on a 
certi^cate, whether highly qualified or not." ' 

*^We are not getting the best type of applicants because of Indian preference^ 
and too many minimally qualified are having to be selected- This is a disservice 
to tTie Indi:in people." 

Tliese comments, by Indian and non-Indian managers alllce, point up the 
most ironic example of management's historic non-ownership of its personnel 
management responsibilities: The inability of the organization to define and 
implement qualifications needed for successful performance of its own work, 
ilVIanagers sincerely believe that they do not have either the authority or respon- 
sibility to do this» i>ointing to ''the system'* as implemented by personnel offices 
as the culprit. ^ 

Again^ the Bureau*s past record unfortunately does not provide a useful 
model or experience base for dealing with this issue. Most people agree- that 
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little attention was ever placefl in tlie past on determining in sl systematic 
manner tbe ciualifications neeiiedt for tte various main tan>es o£ JBureacL Jobs» 
many of whlcli — ^if not unique — are peculiar to BIA. Tbus tlie actual Imowl- 
edses, abilities and 3kills for positions sudi as Area I>irector^ Sui)erLnt^dent; 
Administrative Manager^ tribal operations officer, and man y otbers liave not 
been set down* Ifo explicit system of career patbs^ d ef i nin g type of experience 
needed "to t;et from Ixere to there*" was establisiied ; and no attempt was niade 
to systemaLliae tlxe relevance (if any) of sudi factors as variety of geograpliie 
and/or functional experience, understanding of and empatliy witli iTidinn culture 
and values, or tlxe b^ost of other factors conceivably important in Bureau work. 

Candidates have generally •^emerged^ in a haphazard manner tlirough personal 
contacts and inHuences; and the rating process has typically consisted of & 
mechanical personnel office procedure to ensure that the minimimi civil service 
education/exiperience Qualifications (X-llS) — if they existed at aU for the 
tvpe of pos»^ion being filled — were met. As some Indian managers now say, 
*-\vhat is all of this emphasis suddenly on qualification standards?*' Too 
many examples of mismatches and mis-performance — ^in very visible Bureau 
positions — ^f rom the past are widely known to conclude that the Burean lias 
operated an effective Qualification definition-and-application operation. 
' ■ The dlCTerence now is- that Indian people are far more foi^mally and effectively 
involved in and coucerned with the effectiveness of Bureau operations, in the 
Bureau's ability to provide services — and hence in the extent to which its 
mana;;ers and others measure up to criteria of successful performance* Through 
tbe operation of ludian preference, tribal consultation^ and self-determination/ 
contracting, the matter of qualifications — both generalr standards as well as tlieir 
application to specific cases — has become very visible and controversial.. 

-cVs evidenced by the above comments by managers^ no improvement is more 
fundamental to and needed in Burean management of its hu man resources 
than a systematic effort to define the qualifications needed for the Burean's 
major types of jobs: and the establishment of procedures to determine the 
extent to which individuals may reasonably be exi>ected to actually measure up 
to the more specific requirements for successful performance In eadx position 
being filled* clearer personnel management responsibility for the mnnn gera 
of an organization to ensure is fulfilled, is difficult to imagine- And to a large 
extent* the degree of potential success in effecting improvements in the areas 
of In^lian preference^ tribal constfitation, and Indian intake and development 
depends upon the Bureau's meeting the challenge of qualification, standards and 

determinations. _ 
5 J^crfoT-mance standardH, — Closely associated with the qualification stand- 
ards problem — ^and with the absence of program evaluation in general in the 
Bureau — ^is the iadc of performance standards and their applicatioru The severity 
of this problem, typical in many organizations, may be no different or worse 
in BIA; but again its significance has been increased by the new challenges to 
Bureau personnel management of the last few years- 
**Xobodv evaluates anybody else.** 

**The lack of performxmce and suitahility standards is a long-standing problem 
in. tlie Bureau, which has not taken action on flagrant non-couformance cases 
of alcoholistm and immorality," • ^, ^ 

**Xobody's willing to do it— so there's alcoholism at high management levejs* 
positions filled l>y sick and neurotic and senile persons who should retire or 
be removed- But nobody wants to be mean or nasty— everyone wants to be a 
*good guy.* 

BCere again the Bureau is not able, as it should be* to serve as the model to 
Indian people and tribal govcmuients. -Always with the exception of the occa- 
sional individual office or managers, since the Bxireau did not institutionalize 
a performance-system addressing even the minimum of the suitability fcctor, 
it is not surprising that many now ITeel that thei^ is a large element of- hypocrisy, 
or plain discrimination^ in emphasizing tliis subject as the Bureau becomes 
more and more **Indianized." But as an Indian manager stated : 

**It is true that an Indian won't *write up' aiiOther Indian — l)ut this is wrong, 
and must be cUanged. Treating Indians like children is not doing them a 

favor^** ^ , - 

A, very direct and damaging effect of this absence of a meaningful per- 
formance evaluation operation is the inabiUty of the placement function to 
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screen eiTectivelv on the basis of /^the recoi^*^ TVTtile /•every bodjr knows** that 
3- certain candi<liite for an advex^zecl position is inefiC^&ctive for t2xLs-or-tliar 
re&soa {alcoholic, unreliable* untrustrv'ortliy^ etc^* etc-)* tbe Xonooal record con- 
tains no reference to tliis less tbnn satisfactory x>erformance* And ^ven If direct. 
inQuiry is made, tiiroodi voncbers or phone calls, of persons **in tbe knovr*** 
tbey shy away from putting tlxemselves on record re^aLrding: the i>erson's Ia<Hc 
of Qualifications. Thus the lists of candidates on certificates are viewed with 
irreat skepticism^ and **tbe system^ — throng:h the peri^onnel ofSces — ^Is blamed 
for doin^ a iK>or evnlnation Job. 

7he importance of sach ^r^nizatlonal values as standards of i>erforTnance^ 
responsibility* and accoimtability is becoming- more and more evident to Indian 
manners in the Snrean and to many Xndian tribal ijovemmen ts,^ as the Federal 
froverxmient*s only Instrtmientality devoted solely to providing: as^^if^tance and 
l^uidance to Indian people, the Sm^u needs to b€* a pacemaker in mana^npr 
it^^If accord in;?r to these principles- 

6^ Cl€t9Sifica.iiof^ standards. — ^Rrimarily because of the refmlts of the personnel 
manaj^ment evalnatir^ns conduct^Hi throughout the Bnrean in the past IS months,, 
the issne of the x>roper occnpatloual series and ;;;rade levels of xK>sitions In the 
3iirean lias been sxK>tIi^hted and reeo^Ized as a major problem area. And in this 
area too many of the factors mentioned aac^in and aj^in above come into play : 
2Con-awareness ;>y mana^cers of their responsibility ownership ; pas?t e3perlence of 
little model valn^ for needed improvements ; and an understandable skepticism 
re^rardins: the coincidence of time and the degn'^^e of objectivity with whi<!h this 
problem came to a head, in relation to the **Indiani3cation'* of the Bnreau. 

Perhaps aim even jcrreater degree than in many other Federal agencies, position 
classification as a disciplined manajrement tool lias traditionally been deem- 
phasi^ed in the Bureau^ All of the factors which have ;riven rise to today's 
Crovemmentwide situation — ^nse of np^rradin^ to compen<;ate for perceived <ie- 
ficiencies in the Federal salary stmctnre, bnreancratio tendencies ta^^mT^lr^ 
bnild** and inroliferate orvranizational layers, misconceptions regardin^r basic 
classification principles snch as **rank in the Jcb and not in the person,'* and so 
on— operated in HXA^ as well as several others. Often termed dafjsification 
*^yths" by managers themselves, various ^•principles'^ were believed in and 
applied Bnreanwidev inclndin?;: the ones that all i>ositions with the same title 
(e-je:- Superintendent and Administrative M^anasrer) or at the same organizational 
level in similar ofiSces (e^ Area Office Branch Chiefs) were to be at the 5;ame 
grade level; and that 3IA work in general was **nniqne" and could not be 
properly classified by using the regular Cavil Service standards since these wAre 
bas ed o n Jobs in urban settings and/or certainly did not take into consideration 
the trust responsibility and govemment-to-govemment elements Inherent in Bu- 
reau work. 

The result was that m a n agers here too saw the perf^nnel office role as limited 
to that of expeditiously proce^=sing action.s handed to them, the grade levels of 
which were generally determined beforehand by reference to these ^^myths** and 
other non-classification-standard factors. And personnel offices found' little in- 
centive or reason to write any different script The •'right" wording of position 
desioriptlons was much emphaf?ized t while the practices of conducting desk audits. 
writlniT evaluation statements^ and testing the position/OT:ganization structural 
strength of offices through <yclic reviews and audits were almost non-existent, 
^'ith few ercceptions. efforts were not made either to get Civil Service classifica- 
tion standards revised or expanded to recormlze 55pecifically any c3assificatJon 
factors peculiar to Bureau Jobs, or to develop single-agency classification guide- 
lines based on Civil Service standards. 

The reaction of most managers to the current classification problem situation 
is therefore understandable if not excusable. They ger-erallv do not see themselvit*s 
as resi>onsibiIe for being acquainted with or ensuring the application of tlie 
factors which are to determine the grade levels of their positions t they percoivc^ 
their personnel offices' newly-found interest in this rjuestion as an unnece<!sarv 
over-utilization of one of the most burdensome features of *the system'* without 
which they got along very well so far: and they see~themselves as being made 




in classification matters. ' —'---^ — special 

^ The sooner the Bureau has met its nee<Is for any standards revistions and guide- 
lines, common position descriptions, cyclic audits, and other traditional elements 
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of the Federal classificatioxi system, the sooner it vciXL have facilitated the solution 
of the many' other complex persoauel ma n a gemen t prc?blems descrihedl heriein, 

T. iSuj^&^uLBOry/Tnc^nuff^riaZ trainmfr jyertfonnel mtinaffenumtl — It is more than 
eTTidenc from the above that one of the major problem areas in liomaji re^urce 
management is the lack of effective orientation and traininj? of mnnagern and 
j!?upervii5sors in thij^ aspect of their responsibilities. This problem was,, qcnite 
naturall^'^ commented upon mainly by administrative and personnel officials dur- 
ing: the ^eld discussions, but ?ieveral proirram mana;?ers also talked of this need. 
Thtf supervisory corresp»on*ience-type training course employed by the Bnrean for 
>**>me yeitrs wus generally viewed as somewhat helpful (althou^jh even this has not 
been consistently put into use Bureauwide) ^ but was reco^iciirsed not aervins tnis 
specific need. 

The crux of the problem is the need for a major couceptixal/attitudinal chani^e 
in Kureau manai^rs. particularly at tlxe top leveL*. conceminj:: personnel m a na ge- 
luent. In view of the ^ceneral management situation analyzed in the preceding 
KtHrtion, this constitutes a major challenge. Mana^jers must own up to their respon- 
sibility for making the Sureau itself a well-m ana g€Mi or^ranlzation, one part of 
which of course consists of the human resources. The present attitude, that ixjt- 
temal manai^ement afCiairs are a burden Imposed by some •*outside system^* which 
**others'* hopefully will take care of^ miist change to one which accepts the 
leadership role and starts establishib^ an institutional reward system based on 
effective management, - ' 

Managers and supervisors are right when they contend that they do not have 
to know a!ll"\>f the;detailed rule?^ and regulations and procedures of Federal per- 
sonnel a^mitiiitr<xtipr^-—^lilcii Tmfortunately may be the thrust of some training 
efforts being^ a^vl»&d at this time. They do not have to know the principles and 
policies of the Federal personnel manaffemertt system^ and the Sureau*s own 
adaptations of these in their major form — because they are responsible for ensur- 
ins: thac Sureau personnel operations are conducted accordingly. The conception 
of personnel management must change from that of an imposed control system to 
That of xm internal pollcy-and-process operation needed by the organization if the 
Bureau is to accomplish its mission successfuflly. 

8. The persoTtnel functiort iteeZ/.— As has been implied, the BureauTs personnd 
staff function itself has to a large extent become part of tlie current problem. 
Managers are of course very vocal in leveling their criticisms here ; but, as indi- 
cated above, since their general conception of personnel management and of the' 
role of personnel offices is itself part of the problem, the degree to which-^th^r 
nnalyj^is can be depended upon to solve these problems is limited. Xlence, inmi-ove-^ 
meat actions which have taken place so far have maizily been devoted to^^^ting 
some minimum personnel functiomneeds, and have occurred chiefly because f oi^ces 
external tc the Bureau recognized the urgency and severity of these basieTpFOb- 
lems and convinced the Bureau to act. ^..^ — ^ 

5^me managers believe the Bureau "could have done It^Itself^ and started on a 
path of ^corrective action and constructive prohlem resolution. The i>oint remains 
moot 5=ince this did not actually occur, and external parties con<duded that their 
interv<^ning role was essential. Hence tlie March 25 Agreement and the resulting 
subsequent actions in Central Office personnel office staffing and organizational 
nrranprements. position classification control procedures andjtraining* Area office 
assistance, etc- 

^Traditionailly. the personnel office functions in the Bureau accepted its limited 
rolo definition stated above and operated accordingly, Exceptions can be cited, of 
lioth individuals and program thrusts^ but generally personnel staff members saw 
to it that personnel notions and matters were handled as they emerged from 
jnanngers, to ftatisfy the perceived requirements of "the system." Ontreaches 
beyond this basic pers?onnel administrative role into the more pro-active personnel 
manaert-ment arena — standards deveT-^pment, position management s u r v eys^ cyclic 
classification audits* policy formulation and revision, and generally interactional 
op^rntioxif? to identify and solve managerial problems: — were limited, both bv thb 
org^inizntion's non-recognition of their need and often by the capabilities oZ.Ttt^ 
sonnol staffs- 

As the dramatic events in the Bureau's life started to take place nnd gave rij^^e 
to mdlrally new demands and needs in human res^ource management, the result 
was chlofly the development of the "two hostile camns** syndrome (managers/ 
supervisors vs. personnel staff) rather than a mutual ownership of new problems 
and the mutual development of new^ consjtructive policies and procedures for their 



178 



— resolution. I*<*rf«mnrt tzt4\ ITsc conld not ^^o-Jioxc ihe compLo:g^pcx:son ncl ptroW om s .ari^- 
inc* from Indian preference, tribal consnltntion, contracting: out. shrinking: employ- 
ment ceilin^rs, constunt oxi^raniayitional sliifts, -and rapidly changing^ leadership 
"wen* either eausc^d by them or amenable to bein^ solved by them, griven their re- 
Konr<*t*^?? and tlefine<l institntional role. Xeither did mana;rers, althou^rh in their 
ont scapegoat for much of the trauma. The inevi talkie result wast a decroai^e in the 
search for a problem locus* many found that i>ersonnel offices provided a conveni- 
eflSeiency of what the personnel function hafl done up till then — action procei^s- 
injr — ^which further compoundecl the problem and led to even more frustration and 
criticism on the part of mana?:ers. 

The path ont of this dilemma for the personnel function hns been pointed out 
durinc the i^ast few months; since the ^larch 25 Ap:recment started to be imple- 
mented, and now needs to be pursued in a 3onfr-ran?:e planned and consistent 
manner, Startin^r with actions adequately to stafTand train the i>eri5onnel offices 
and smffTs themselvT^s, the main areas to be addressed are : ^"^^ 

Ile-defininir and clarifyinfr the role of the personnel office fnnci i^n within human 
resources mnnajrement. 

Establisliine: ;i projrram planninjr ^jn^tom for .siettinir priorities and Iniesrrat i^itr 
the activities of the main speciality functions. ^ 

r>*»^y<^lopinp: the fiinction Into a coordLnated and cooncratin^r notworlc of ofHces 
workinc: towards common ^als. un4er conmion concepts, and sliarin^r problem 
prions and solution aj^Toaohos in order to attain ?:reater efDciency and 
efToi/ti vene?=s. ' 

Jrnprovinir o|K*rat:onal ways of dniivr business tbrou;rh a Tl-ureauwido systematic 
stii^Ty and fnrtlier aT>p!ir*ation of automated metliods. 

Ojj^ratinc: a TTuroniiwide evaluation pro.srrnm. in cony^erntToh with tl^e "nepnrt-^ 
inonf an*l- the Civil Service Connnission. to sorvo as a self-correct incr and self- 
develoi>in5: mec-lianism for prol^lein idenrinf.-ation and rosoliit.ion.-- 

TTien — M20 personnel function should be ab7e to meet lioth tlie proldems.and 
r-hallenirfs of rart of the manaprement worTc to l>e done: f^tandards develop* 
Tiient. noTir^ formularion and is^nnnce. tiosit i*^n. mana^renient, maior stafUntr pro- 
.irrarii development, iranai^omont traininc:. etc. — as well as the difficulMes of nor- 
y\*nnel T>T:ncessin:r operations. - \ * 

r*rovi;lofl that nian^jrertient ror^ocmizes ifst proper roTe in liurnan rosourc-^ 

n^ariair;*nienf and. r^xhibits tlie lendersliip attitudes and bdiavir*r con^-rueiit Avith 
xthe^e 7-e?i>onsibilitIep. 

Acnox rjL-\:v Stftps 

T}:e actions which are callcfl for l>y the current personnel management situ- 
ation of rJie I^urenu How dirocrly from the above ar-alysis mn«:^» prix:;arily on the 
basis of tJie information ol>tained from manajrers and iiersonnel staffs. These 
actions, as the preccflin-: analysis, fall in the tliree main catejrories of (1) Those 
imT>rov<'menrs in ^reneral mana^cement required as a foundation for (2^ The 
more spts:*irio human rl^<olIrce manajremonT i>r^r»lem "resolutions^ whlcl^ take' 
Tilacf* imder the leadership of manaireaiHkrLL..fnid with the ai^sistance of (3) The 
r**dirr-fte<i and re;xonerated capabilities of the xx^rsonnel staff function itself. 
The othfMal with i>rimary responsibility for the action is idertified^ tos<>ther 
with an indication of the approi>rIate time;, frame for action iiccomplishnicnt. 

The "Biireaii nmst have a line ofIit*inl responsible solely for its own manarre- 
m*>nt. Typically an orjrani^j;! tion*s top mnna?rer has a muT t i pi i<*i ty of oth^^-r lecriti- 
2nate concerns and roles 'xrcnpyinir his/her time: in the case of the Commissioner 
i>f Indian Affairs, matters relatinrr to tribes and tribal or^ani5cations, the IDepart- 
ment of thrr Interior and ot lier a.ir**ncies, O^IH. Con?rress. e^c*. necesswirily must 
tak*^* I>reci.*cie^ce. Tiie F)«*j>!7ty Commissioner similarly is involve<l primarily in the 
operatIii;:r pro;rranis themselves, servir:;^ as the Cominissiorier's '*altcr o?:a*' in 
those areas and in efTcci as a T>eputy O^^mmissi^^mer C i'ro^rranis) . 

Tli'^ tyj>o of instirntionr- 1 fimctirm not currently recojrnisced and i>erformed it± 
a ^^"i^arly focussed and structured position is tliat jcene-^rany ref^^rred to as chief 
Ot s:^ifr. This p r-on. sor^-ltt-^ as "alter ec:o** to the top mana;rer on internal man- 
:a;r-*incnt m:- 1 rers, ^ensures thar the orrvaniJ^ation develops and implement^ the 
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policies, systems ajid procejjuxes ne^^^ i ... areas of monetary, Imman, and 
physical resomrces — all tlxree of Tvb' auy .^tiizatioii requires for its OTsm 
existence ajid IsealtJl. The chief of r UTH*< that <1) Planning for these xe- 

sources is accomplished, (2) Object* -ot for tlieir use, (3) Standards 

and policies for their oi>eration a.re fori^, .**4ied and implemented, iind (4) Sys- 
tems and projrrams tar^ in effective nse for continunal com mxini cations and evaln- 
ations regarding internal managem^it problems arising and their resolution. 
Time is not occupied primarily with individual cases and day-to-day Questions 
arising for settlement ; but with the principles and i>olicies (e.g. on ozrganiacational 
arrangements, allocation of resources, and information managing methods) pro- 
viding the underlying foundation for resolving these actual cases, 

At the pres*^nt time this institutional management role is not clearly defined or 
visibly placecl irk any i>osition in tlie Bureau. As a result, some elements are picked 
^P by the Commissioner, the Deputy Commissioner, the Director of" Administra- 
tion, various assistants to the Commissioner, and still others ; while to the larg- 
est extent the role goes unfilled and ^'everyone blames everyone else'' for the 
non-effective performance. Tbe charges of organizational dysfimctions, man- 
I>ower mis-allocations, work method anachronisms — and the excruciating delays 
experienced in any matters dealing with these aspects of nianagement — stem 
from the absence of this clearly^established internal management ^ole. 

Tim^ Srama for- i7nple7ncrtt<xt\on, — The present opportunity of the vacancy in 
the JDeputy Commissioner position., and the normal expectation of other major 
changes at top management levels occurring every four years, should be used 
to institutionalize this role in tbe Bureau. Various ^^ecific titles are possible, 
e-jT- Deputy Commissioner (>Caiuigement) > Associate Commissioner for Internal 
3ranaiprement. etc- witli- the significant point being not the title but the concept: 
Zrtwe ''alter ego*^ for the Comniissioner on internal maTtagcmcrtt < as distinguished 
from tlie staff role of administinatmn > . 

JZespf^nM^hlc offtrdaJ. — Commi^ioner of Jfndian Affairs, in consultation with the 
Office of tlie Assistant Secretary-\^anagcment, 

S- EsfvrltlisJt'^aTid f^-pcrafe nrv artnlyticnZ pmpram^ iir t lie -organizational^ maJ^potcer 
<ilIocat ion/ utilization^ art<l tcorlc mctltods areas 
The Bureail does not have an effective, clearly identified system for ensuring 
that organissation arrangements, allocations and utilization of manxK>wer, and 
work metbods being .used are- consistently studied, analyzed, and cbanged based 
on shifting program priorities, improved technology available, and the changing 
realities of the Bureau's en*, ^ronment. These internal management matters ro- 
.ooive everybody's and nobod;y*s attention- T%-ith the result that changes proposed 
bV the field arV base<l on little Bureauwide guidance and are subjected to long 
<1elaj-s when T^eviowe<l : most ohanges that should be mode are not effected r and 
thof=:e tb' ' -^lade are viewed with skeptir*ism ar»d suspicion in many ciuarters. 

^:os^* " : za the establishment of a line position for internal management 

^iicxs^' UIj_the^^ption of-conne^-^tingi-it^ cllref^My to- th is j>ositlon organiza- 

tional!: fts i^rrrilyticar function would serve as the "eyes ^nd ears", of the 
Tvurer c's • emal^onanager on organi2yitional, manpower allocation and utili:«x- 
tl<>n. and '^\^rJz methods^ rqatters. A schedule of studies would result in tbe es- 
tabUshment or. benchmarlc standards for the staffing of /and allocation of man- 
power to) major Bureau operations and the performance of primary rasl^- 
Gufdelincs on appropriate organizational arrangements in relation to such stand- 
ards would be produced aind available for analytical rmd ar>plicatlon purposes: 
and explorations would be ma«le on the applicability in the Burenr» of novel nnd 
elitTt-rent struct u j*es such .as project management and the service center concept. 
3vrajor improvements ^n jdeth^d<? of operation would be pursued through a con- 
sciouf?lv planned schedule of studies and analysers. 

The rec*^»gnition and performance of this role would give manngerf=f and em- 
j>lovees a designated place for communicating their improvement ideas and 
sichievement actions in organisational, manpower utilization, and work methods 
matters. At the present time some Areas and agencies ^^re experimenting and 
taking v-tricu.N mictions in these fields, bnt in isolation from othor pnrt^; of tb<^ 
Bureau :nid with no knovv-ledge of similar or different actions taken and results 
nttained elsewhere. The general feeling is. that the Bureau as ixri institution 
is neither interei^ted in nor cnpal^le of providing I*>ader3ship here- 

Time fra^ma fo - imnlcrrtr-iUn^tion. — ^S^ince this small staff funrtTon n^eds to act 
as the problem identifier, analyzer and solution-proposer to the Biireau^s internal 
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manaprer in tbe specified -fields^ it seems appropriate to establish tlie function as 
an integral part of the institutionalizafion of the role discussed in (1) abov^. 
Sojvever, it does not. necessarily depend upon the implementation of this prior 
' action step, as the staff role could be eeta6lished* now in the present Office of 
Administration. ^ . 

The work to be* done lends itself to a project-type, primarily temporarynassign- 
ment staffing: p*>ttem, to a great extent using some of the people now scattered 
arrund the Bureau in various line- and staff positions with these analytical 
abiUties and work interests. In mauy cases there would be no need to bring^ the 
full staff together physically ; in fact, some elements of the function coTild best be 
performed on an assia^nment basis by persons ir- the Areas and agencies. Jl pri- 
mary responsibility of the staff head would bt? to identify these persons and the 
analy>«isAmprovement opportunities* and then dfrect 'an operation which i>rought 
the two to^rether to produce a more rational basis for orsranizational^ mani>ower 
allocation/utilization, and work method decisions in the Bureau. 

licsj>07isiblc official. — Ccwnmissioner of Indian Affaixs^ 

I>csif/7t attd. conduct a program epalxiatiOTt ^operation 

Since the Bureau has recogmzed the urgrent need for a clarification of it« 
basic mission and is' now en^raged in producing: a mission statement together 
with the framework of prosrrani responsibilities flowing: therefrom, the required 
foundation for set ting standards of operation will 'presumably exist. The im- 
j>oitance of carrying through this mission and responsibility definition work 
i-annot be emphasized too greatly. Xt sliould constitute the number one priority of 
Bureau, management, leading then to the development of program standards 
against whiclx actTxal operations are eiraluated on a regular and periodic basis* 

As long as Surean managers are uncertain of the results expected and for 
which they will be evaluated, the rmdisciplined nature of operations as character- 
ized by the .managers themselves will continue to prevail. Understanding what 
they will be held accountable for* and ttien held so accountable through i>eriodic 
evaluations, managers wiU have an opportunity to demonstrate their true man- 
a;rerial abilities, and the 3ureau to Judge its managers on the basi3 of more 
, objective and relevant criteria than at present. 

Time frame for xmpZenientatiort. — As indicated, the development of program, 
standards and the subsequent establislzshent of a "program evaluation operation 
shouldl follow right behind the mission-and-responsibilities definition work now 
talcing place* Xask forces in each of the major program areaa, preasnmably with 
participation by Indian tribal representatives, could work simtzltaneously on 
standards development ; while the system and procedures for program evaluation 
were being develoi>ed on a project basis as a top priority of the 3urean's man- 
agement team. 

RespOTi^ivbX^ officiaZ. — Commissioner of Indian Affairs. 

^. Z>et?e?op a communicatioix/team ^corlc managcmoxt ^tylc 

The managemenet problems of the Sureau addressed In this plan will not be 
changed significantly unless a more cooperative way of doing business becomes 
standard operating procedure in the Bureau. The organisation needs to have 
its significant management problefias brought out into 1±Le open, examined and 
discussed by the responsible managers in a team atmosphere, and resolved in 
soich a manner that commitment to and respect for the decisions made are the 
result. . - 

For whatever reasons — the lingering effects of the military xooto^ of the Burea. w 
the traditionally authoritarian nature of an Edr^xjation function, a "spill-over** 
^fTeot into internal Bureau management of its historic operational style vis-a-vis 
.the Indian people served — it is apparent that cor nunioations in the Bureau have 
typically been conducted in a highly formal, ^ - to-the-^hest mangier- r*ersons 

to be nfTected ?^y policies are not generally iu> in the deliberations leading 

irp to their cl^ <*termi nation : and decisions are made in managerial problenOr areas - 
with little : ^>ut from those living directly xN-ith the problems, A7T of the symp- 
toms characteristic of this style of communication management — great depend- 
c^^nce on rumor and grai>evine, intense skepticism of the fairness and equity of 
*he deci5:ions made* non-commitment to or ownership of the results, and much 
factionalisKition and internal strife — are visible irt the- Btireau and result in 
problem situations of still further intensity and frustration. 
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One of the most poifcnant commonts made durinj? all of the interviews and 
<liscwsfi»ioii3 leading to this A<rtion,Plan \vas^bx a^manager who^^^ 
that while the Bureau was esxK>using broad consultation with tribes* it was the 
greatest violator of the consultation principle in its own management. At every 
level of the organization — Commissioner, Central Office Directors, Area Diree- 
tors* Assistant Area Directors^, and Superintendents — ^problems affecting the 
whole staff and whose resolution will have general impact are usually not sur- 
faced openly, considered by the group».and meaningfully explored, from different 
viewpoints, ^ianagers do not. seem to recognize a communications responsibility 
of this tyi>e or to be aware of the unconstructive results of the means they do use- 
Several persons commenting in this area labeled the Bureau*s commtmi cation 
methods as rank discourtesy and crudeness. 

Since communications is a factor of such more fundamental elements as trust 
and general value systems, a style more conducive to. and reflective of team work 
can of course not be mandated for an organization. However^ a conscious decision 
can be made by its managers to adopt certain methods and procedures which will 
start generating cooi>eration and mutuality^ and thus tend to turn the situation 
arotmd into one of more and more interaction and receptivity to working together. 
The problems of the Bureau — ^both program management and internal manage- 
ment — are so immense that it would seem only self-evident that their resolution 
<:^lls for managers and staffs to work together in an atmosphere of openness^ 
trust, ajQd a recognition of the need for using all prohlem-solving resources avail- 
able* To use a communication style which simply further frustrates the institu- 
tional members places still further obstacles in the path of problem resolution. 

Tinto frame for implementation^. When the management structure of the Bureau 
has stabilized^ an explicit decision needs to be made at the top to start operating 
and communicating in such a way that a team is built rather than a continuation^ 
or even further growth, of the present isolated and fractionalized sitxiation. Of 
course, any individual manager (and. some already have) could act in this fashion 
within his own part of the organization at any time. There are many useful meth- 
ods and aids available for a manager's use in such an endeavor if he/sbe recog- 
nizes the problem and wishes to work on it. 

Re^^pu^uHhle offieial^ — Commission of Indian Affairs — to provide leadership xrx 
policy adoption and <x>ngruent follow-through behavior; and all other Bureau 
managers. 

5. Institute a man<igement development program. 

The needs in this area *have already been ar^* .-od and commented upon. The 
specific main efforts called ^;P(?rihelude : 

Orientation for present and new managers, IMany of the persons now in man- 
agement positions (defined, for lihis purpose as the Commissioner through Divi- 
sion Chiefs in the Central OflEice; Area Directors through JVssistant Area 
Directors— or the equivalent I^ivision Chiefs — in Area offices ; ancl Superintend- 
ents) are comparatively new to management in a large organization. Many others 
similarlv situated can'^he expected to enter into these positions in the next few 
years. All should have the opportuxiity to become acQuainted with (l)^The hasie 
principles of general management, The major principles and polici^ of Fed- 
eral government management, and (3) The major Bureau policies and program?? 
implementing these. It is a disservice tohoth the. person, the organization, and the. 
Indian people looking to the Bureau for services to make believe that a person 
suddenly is transformed into an efTective manager by simply attaining the posi- 
tion and title of one. If such an orientation seems demeaning or unnecessary to 
ar*ybody proposed for a management positic^i, it would seem appropriate to* recon- 
sider the appointment. 

Guidelines for career development* .The Bureau ow^es botli its employees and 
itself a statement outlining the general types of career *exx>eriences approprmte 
for persons aspiring to management positions- Such jruidelines or model patliways 
would, cover the Questions of functional diversity, staff versus operating experi- 
ence, need (if any) for geographic -variety of experiences and mohility^ etc- The 
need for this type of management development material is especially urgent in 
view of the increasing number of Indian persons to be developing into Bureau 
managers and the increasingly related trend towards tribal and/or geographic 
parochialism. 

Identification and development of management potential- Closely related to 
the Indian intake-and-dovclopment program discussed below, a lArogram needs 
to be establishetl through which the Bureau pinpoints specific employees con- 



sidered to i>ossess to a birfi dej^rree the x>otent:ial -t<> l><»come managers, and tlxen 
prot'ides them wntii de vol oii mental opportunities. Screeniii;r and selection metliod^ 
need to be tlioujrlit throusrht primarily from tbe standr>oint of the i>ersons con- 
cerxied' actually a ssii mi upon the completion of 
the individually' tailored developmental experiences* Xhe understudy technlciue 
seoms particularly appropriate here* 

Time frayrvc far implementation. Each of - these tliree* parts to mana^rement 
development needs to and can be desigrned durini^ Quarter 1 of FY l977>^o that 
imiilementarion can herein by January— March 1977,^AU tbree elements need inpiit 
from a £;mall and carefully selcKrted pr^oup of e^cperienced Bureau managers work- 
injc closely with Bureau and I>epartmental training staff as resource persons. 
■ liesptmsihla ojeT^ct or.— Commissioner of Inniian Affairs — to prive the s:o«ahend 
^visrrial and general objectives definition ; Director of Administration — to ensure 
implementation. ^ 

The many si>ecific action steps needed to address and resolve the human re* 
source mana^2:ement problems analyzed above are closely dependent upon each 
other for effectiveness* i.e. they need tr> be implemented to^rether if any is to 
bave full impact. Xhe total action packa.Te will ensure that the Bureau's human 
resource needs are (1) Identified* (2) Met through various-action proi?rams, and 
(3) Addressed by clear policies and constructive procedures. Tliese action steps 
assiume no major, chan;?e in the current application or Indian preference, although 
t:ertain procedural changes are caUed for below. 

-Z- Forecast tTie Sureau^s manf>07cer ncetls^ 

While everybody talks about the manpower the Bureau needs xind the difficul- 
ties of finding qualified persons, no systematic effort has been made to identify 
more specifically the numbers and kinds of i>ersons needed to staff the Bureau 
within a given futtire time period. 

KecognLzing the difficulties and uncertainties inherent in trying to forecast 
these needs witb a degree of specificity — ^particularly in view of tbe srenerally 
unpredictable developments regarding oontxacting under J?L 93— 63S, major poten- 
tial shifts i:n program priorities, and^ I>osslble passage of early retirement legls- 
lati^^n for non-Indian employees — Bureaii stiil can and must produce **ball 
park-' projections sufficiently valid serve as tlig^asis for major staffing action 
l>rogmms. By using broad categorie;r> of manpower-^— e^.g. general managers^oiatu- 
ral resource specialists of major types, realty and appraising i>ersonnel. admin- 
istr^ative staff meml>ers. etc.— ^nd comparatively flexible time period — e.g, two or 
Three years hendfe — sufficiently accurate estimate;? of the need can be produced for 
the intended purpose. I*ast experience In turnover an-d hiring can serve as partial 
guides, as reflected in any relevant statistics. obtainaible from the Bureau's auto- 
mated system as well as nxanagers' own records. 

This ninntiower plannfnjr ox>eration should be^limited initially to job categories . 
<'onsidered significant Bureaiiwide from tiie standpoint of esrpected difficulty in 
•filling needs, so that it does not become immediately encumbered by any i:»eculiarly 
local problems in tbe clerical and sutKprof esslonal categories. _ ^ • 

Time frame for implementaHort^ 'Since the results of this manpower planning, 
^xe'^'cise are ne^eded immediately as the basis for many other action steps, it must' 
<rommence at once. By avoiding unnecessarily sophisticated procedures and bew- 
ing to the objective- of producing **ball park*^ estimates of major categories^ the 
manpower planning contemplated should be able to produceL xosults during tbe 
-early part of Quarter 2 of FX 197T. ~ 

J^c^on,^'blc afftrnaJ. — ^Director of Administration — to give go-ahead signal and 
general objectives definition ; Chief I*ersonnel Officer — to ensure implementation 
througb the use of the project metbod with participation from concerned 
functions. ' . 

Three closely related actions are then needed to meet tbe Bureau's mani>owex: 
n€reds more effectively than at present. The next three steps address the stsx£^n^ 
problem from the immediate, intermediate, and longer-range perspectives, witli 
the results of the manpower planning program in (1) about nattirally providing 
more specificity in regard to the types of manpower skills and the numbers being 
dealt with* * 

S, Institute a positi-ce rccrziitment system, . ^ 

Botb a conceptual/a ttitudinal and a procedural change is involved here. A role 
definition and clarification must occur in regard to the mutual responsibilities of 
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-xnaaasers ami personnel offices tor lOcatinsr and developing: sotircos of fully 
nmiimetr candidates for vacancies above tbe clerical and sul>-professional levels. 
• a'he policy isliould be adopted and clearly stated tbat functional managers nave a 
responsibility for keeping aware of and in contact with tlie main sources of 
Cbeir tiotential maui>ow*T ; -while personnel offices must work closely -wltb inan- 
acers to* provide lielpfu I procedures and assistance in developing and actually 
<Irawins f roni" these sources. At the present time, managers and supervisors noc 
onlv dfTnot understand that they have this responsibility (since this has iiever 
been tiointod out), but often believe "the system" . actually forbids th^i from 
contacting a: I cultivating those orssinizaitions .(academic instiUitions, other ffov- 
-emment agencies, professional societies, etc.) and individuals constitutinj? poten- 
tial st>urces of oualilied applicants in their field. . 

A/ specific part of this positive recrtiit±aent system must address the xequire- 
meiit. noc pressently being met, for the Bureau to be knowledgeable of and haye 
an /effective procedure for communicating with potential sources of qualified 
Inaian. candidates. :^A.--. number of managers stated that the larger part of the 
Bureau's problem in filUng jobs with fully qualified Indians is not that there are 
none, but that effective ways of locating and interesting those who do exist are 
jiot being used. A specific recruitment 'i>roject is needed which gathers together 
/from all available information sources within and outside the Bureau "data on 
Jndians ia various managerial, administrative and profess: 1 fields^;— l>oth. to 
communicate with them regarding their potential personal inr st xn appropriate 
Bureau employment opportunities, and to elicit their cooperiiiion xn deveiopmg 
further recruitment sources of Indians. ^ ^ , ^ 

This type of a positive recruitment effort must become standard operating 
procedure to supplement the present **P'OB-ing" or advertisingx>f vacancies. As a 
matter of course, the network of managers (from Central Office to Area offices> 
to agencies) in each major occupational/functional field must constitute a com- 
munication channel regarding potential stxiffing sources for its own type of work 
and specific vacancies that occur ; and personnel offices n- ust develop and use 
Tio^sitive outreach methods to help managers cultivate- and draw more effectively 
from these sources. Thus, Bureauwide resources will as a matter of course l»e 
-flrawn upon for locating qualified candidates for specific vacancies, wherever 

tht*y occur in the major Bureixu functions. - : ^ i ^tv^i^- 

2 imc frantc for intpjcmcixtafinn. The heavy work required to 'Jevelop an effec- 
tive recmitnienl svsrera of this type needs to commence immediately. IHirsued 
- <»n a fiull-time project basis, it should l>e possmie to have at least initial parts 

of the project oiierational l>y Quarter 3 of FX lO t * . . 

Ttcttpojt^iTHc official: Oirector of AdministraUon — ^to give go-ahead signal and 
"cueml objectives definition ; Chief I»ersonnel Officer — to ensure implementation 
in consultation with approi.riate functional managers, and through the use or 
the project method of participatins: from major functions : and the top 
aser of each functional area — to give leadership in his area for fulfilUng the 
recruitment source cultivation responsibilities. - 

-5. DcveJop and operate an Indian intalcc-nnd-dcvetopmcnt program. 

Even before manpower projection estimates and the benefits of a positive re- 

^cmitment system for locating presently fully qualified Indian candidates are 
available, it can be safely stated that tb.e Bureau must commence a large Indian 
intake-and-<levelopment program. The manpower forecasts will help to deter- 
mine more siK^eificallv the types of occupations, target rfosition, and nimibers m- 
voH-ed- but it seems t^loar that at least in the areas of general management ad- 
minLstration. and rea|>y/iiPPi-«iis*in?^- large numbers of vacancies will he ^purring 
in the next few years for which an adequate supply of fully qualihOT Indian 
<randjdates will not he available unless positive acti-m is taken to ensure other- 
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This* massive staffing effort, represents the key to the solutions of many of 
'>ie oT.her parts of the Bureau's complex personnel management problem sitiia- 
• >n- Unless Indian employees and tribal members become convinced that Indian 
preference means that higlier graded positions in the Bureaxi will be filled by 
selecting from among numbers of fully trained and experienced Indians, dis- 
crimination will continue to he suspected and tribal consultation wrill remain a. 
frustrating element of the selection process. And unless the Bureau fitlfills such 
a basic resqionsibilltv as developing an adequate reservoir of the Icinds of slcTUs 
needed for its own effective leadership and servicing role in the future, many 
will continxie to douiit its ability to fulfill its basic mission responsibilities. 
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OThe prosram req.uirecl calls far : ^ 

I>eter2xiiiilns: tlie speelflc types of target poations for wliicla participants will 
l>e developer!, e.jc- Superintendent; Administrative Manaj?er; the variotxs ad- 
ministrative specialties (personnel, budget, eto-> ; realty officer; appraiser; etc. 

IX^termining tlie number?; of participants needed per "Intalce dass'^ in eacb of 
tbe general oceapational categoriesL 

Costing out tlie program's first year and obtaininc: autiiori2:ation, appropria- 
tion, and employinent ceilings from Congress and OMB. 

rxeveloping .recruitment, screening and selection procedures in consultation witli^ 
tribal representatives, ^ 

I>esigning tlie comimratively sbort initial general orientation and training, pro- • 
gram for all participants, IncT din?Mlocation and 'Training program for all parti ci- . 
* x^onts/ including location and X ainlng resources to be tised- _^ 

Planning for tbe more individually-tailored development pbase of tbe program, 
by major occupational category^'tvpe of target position and by eacb participant's- 
particular needs. • 

OEIstablisbing a networlc of specific understudy, formal training course, and OJTT 
experience^ wbicbL ^isures tbat eacb particii>ant reaches tbe fully Qualified' 
status witbin tbe time and sfeiUs level objective of bis/ber individual develop- 
ment plan* 

TFor a program of tbis major proportion and sijrnificance, aH possible and avail— 
—able assistance must; be. utili^d, Tbe e35>erience of tbe two or three Area offices^ 
operating their own Indian development/intern progra in ?i should be tapped: 
similar stafilng programs in other bureaus Ce^g- National I^ark Service, Reclama- ^ 
tion) should be reviewed for possible helpful, guidance; and the views and su^:- 
gestions of Indian tribes on methods of recruitment, wreening and selection 
should be major determinants. The i>erceived reluctance of many Indians to. Join 
the Burean — -particularly those who already have ^zrained some work e:xperienoe 
- in other organizations, and who are the ones particularly needed as pairticipants 
. y in the IBureau^s program — ^must be overcome. Indians already in the Bureaxi-, who 
m^y jcaeet the prograna entrance rcKjuirements, must be remotivated to become one 
/ . of tlffe sources of prb^rram candidates, 

Time fr^me^ for^ impJerherttittiryn^ A taslc force of carefully selected Ccntrnl . 
. Office and field ox>erating and administrative persons* headed by a project man- 
ager^ ^must be established during Quarter 1 of FX 307T, to ensure that the re- 
quired steps are accomplished so tha t budget and^ceiling resources are included 
for 19TS program operation. TVHth I>epartmental assistance in the design of 
both the financial nnd personnel aspects of the profrrnm, plus utilization of Civil 
^^ervice Commission advice and training resources, it should be i>ossible to devel<^p 
the required structural and procedural features of the program so that the firsrt 
recrultment/sereening/selecfcion operation takes plat^ during Quarter 4 of FX 
107T. iand the first **intals:e class" rei>orts for Initial orientation during Quarter 1 
of TX197S- , ^ 

Resp<msvble otf^cialt Commissioner of Indian Affairs — to give go-ahead sfgnal 
and general objectives' definition : II>ir€»etor of Administration — ^to ensure procranv^ 
development through the coordination of the personnel and budget functions, 
and with tbe leadersliip of a project manager and appropriate task force^ 

J^. TaJcB steps to ^/rozo In€Lian cart^idates for tedhTtiaal/speciaZist positions / " 

Again it may be ssaf ely concluded ^ow that Indians are not preparinc: them- 
selves in careers in the engineering ancff natural re5?«>nrces Yforestx:y. soil 5acience, 
range managements etc. > fields in sufficient numbers to meet either the l^urean's 
own future needs or those of the tribes- themselves* Many persons have s^nte<l 
that while there has been a dramatic increase in the pa^ few years in numbers? 
--of Indian people pursuing higher education, comparati^-ely few are prepnrinc 
for these career fields as distinguished from education^ law, and social 55cience 
fields. At'ttie same "time, however, these are the fields directly related to the all- 
significant Xndian land base and trust responsibility matters. 

The Bnrc^u must malce tbos;e efforts that seem only commonsensical to cJiange 
this situation.' i,e^ os a minimum talce deliberate stej^s to ensure that through 
its own educational grant/scholarship programs Trtdians are counseled and en- 
couraged to consider the jopportunities presented by pur5niing educational pro- 
grams leading to these career fields. Certain spe*?ific inducements along these 
lines may even appropriately be built into the Bureau T*rograms. 

Also, even more basic actions by tbe Sureau oi?n be taken. The need for cur- 
ricula Including more adequate mathematics and science preparation in Bureaxr 
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schools can l>e explained to Indian people and advisory i^^liool boards:- Indirectly, 
tlii5> same effort can be xndde witli those public schools wirh sijjnilicant Indian en- 
rollment. Kurther, standard policy can be adopted caJliu^? for periodic visits to 
Bureau schools by Bureau officials in tlie economic do-olopment and natural 
roisource functions* to acquaint clai?ses witli these aspects of tlie l>urean's work 
and the j;rear heed for .these skills by both the iBureau and tribal ^governments. 
In various similar ways— if appropriate rex>resentatives of the Education, Trust 
Responsibilities, and I^ersbnnel functions contribute ideas and work together as 
It task Xorcc — an innovative lonprer-rarige program helping to meet these stalBng: 
needs can be desi^uod involvin?? appropriate academic institutions* professional 
societies, and other interested parties* 

Time franin for implementation^ By starting: task force delil>erntions in Quarter 
1 of FY lOTT, specific policies and proci*dures could be *n effect by the end 
of the fiscal year an<i hence the bejcinnin;^ of the new sciiool y*u-ar, , 
J^csipr^nsihle aiJ^aial: Commissioner of Indian Affairs — to ?^ive ^:o-ahead signal 
and ol^jectivt^s deflnitic-a ; Director of Administration for implementation through 
tlie taslc force method* 

Taking the three suxflSn?: action steps ai)Ove — and particularly the Indian in- 
tnke-and-development projrram — w^Il to a lar^e extent eliminate, the current diffi- 
culties associated: with Xndian preference* and in the best possible v»^y that can 
l>e done: Increase the supply of fully qualifled Indians available for fillin^c Bu- 
reau positions* However* there remain several other elements of the complex 
<*t problems connected with Indian preference, and these are addressed by the 
next three action steps: \ ^ 

o. Tssuo guidelirtcs on tJte iipplica^tiorv of 'Irt^'^n preference 

Clear policy and procedural ^ruidelines must be issued re;[rardxn)? CD restrue- 
turinp: the ^rrade level of positions downward^ (2) Readvertising? positions when 
no fjur^lified Indian candidates have applied^ and (3) JCot fllling positions at all 
when no qxialified Indians apply. 

At present, ea<^ manapjer in the Bureau is trying to accomplish the twin ob- 
iectivesi of filling his vacancies with qualified people so he can leret his worfc done, 
nn<l at the same time apply the requirements of Indian preference as he under- 
stands them- In the absence of Bureauwide ^midelines in this respect, there is 
wide variation in botii, opinion and practice, from Area to Area and agency to 
a^r^ncy, as to how to do this without Violating these requirements or having: nn- 
"desirable effects on the work. 

On the one hand, some manajcers believe they sliould.hire nobody but Indians, 
and in order to obtain any candidates even minimally qualifiedt will restructure' 
every position downward, advertise positions over and over for a fourth or fifth 
timel and/or simply leave positions vacant for ext^^nded periods of time. The 
result is jrenerally actual work disruption, with specific tasks either not jrettin?? 
done at all, or done ineffectively or inefficiently because of the fillin;cr of so many 
vacancies with. x>ersons in a trainee status. Conversely, others are perceived as 
makin^r only perfunctory use of these devices to ?ret Indlansjnto their i>ositions, 
-with the result that feeling:s and charjres of continued discrimination a^inst 
Indians are rampant and internal oflSce factionalism is increased. 

Everybody can criticize everybody else*s actions in these matters since the 
3ureau has provided no standards or ^ruidelines to its mana^enss^ The processes 
of qualification determination and tribal consultation are additional compli- 
catiniT factors in this situation, as indicated below. * ^^""^^^ 

Xobody arOTes that both the downward restructuring: of pos?f<(jns to recruit 
at less than full joijmeyman/performance levels and the readverrtsin^ of posi- . 
tions to broaden tiie search for applicants, are not le*ritimate methootj for any or- 
jranization to employ as part of its total panoply of staffing- techni^es; and it 
is ajrreed that these are pn^rticularly appropriate for Bureau use in imjftlementing: 
t:he 2.972—74^ extension of Indian preference. Indians must have opi>ortunities to 
-enter positions where few have been l"ound in the past- But what is needed to 
make the use of these tools a more balanced and consistent operation in the- 
Bureau is a policy statement which makes it clear that : 

, The desirability of usincr either of these two niethods in any specific case must 
be wei^rhed ajrairsst the potentially deleterious effects they may have on the or- 
^ranizationjLl unit's «.I>IIIt^ to turn oiat the quantity and quality of work needed. 

Use of both methods in any specific case is always optional with the manager, 
who is re5T>onsible for applying: reasonable judgment and common sense in bal- 
ajicing^ the effects of use versus non-use 
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Tlie abilitv to •ccomplisli tlie Bureau's work objectives — to i>erform. tbo rc- 
nuircHl operat^oas «> tliat effective services are liein^ pmvidiKl to tlie In- 
dian i>eople — are a jmramonnt consideration in making these staffing <Ie- 
cisions^ irres^peetive of tHe internal Bureau or external tribal pressures 
that are present for employing Indians. . , - 

In no case should a position be filled at less than the 3ourneyman/inil 
performance level unless the resultins: sitiiation provides tlm^ trainee witli a 
meaninj^ful opportunity to receive the* needed additional supervision . and 
trninln^T while performinjr, ' , , . * xm<^^ 

In no c£Lse will the delay caused- Ijy multiple advertis^a?:— or not flJ^i^S^ 

the position at iiU — ^l>e any lonirer than (a prescribed period of time^ 

'to be determined bv the Central Office after field consultation, and spe- 
•clfically included in^this Sureauwide policy statement, with, any exceptions 
to he approved by the Central Oface)- ^ ^ - 

The basic causes of the prese diflaculcies attendant to staffing: liuroau posi- 
tions with f nil v^quali fled Indian. .viU be effectively met only tliroujcli the kmc* 
of major s^affinjc: pro^rranrs? calle* or in (2), (3) and (4) above. As these pro- 
jrrams result in more and more * ine<l and e2s:peri.enced Indian eandidat^s for 
«11 txpe^ of positions* the need to esort to the pediences of restmcturinjc and 
readvertisinj; vvlll jrreatly diminish, imd thus ri.e problems attendant thereto. 

It is ^enerallv a^nreed^* however, that it will still t^lce years before adequate 
mxmber^ of Indian journeyman fo-^te^, enjzSneers, administrative manajrers 
and <w>ecnalists. appraisers, etc*, are available to tl^e Bureau : and that in the 
meantime a reasonable balance between trainees and journeymen must prevail if 
The wor^c is to ?:et done. In many cases tbis means hirin^r without delay whatever 
5ournevxnen are available. The reverse situation has often bor^n termed the- 
^rreatest ul^^orvice to the Indians wbo are employed: X»lacin^r them in trainee 
situations witb certain performance failure built intb tlie situation because the 
job demands exceed capability^ and the needed training: time and resources are 

for imrilcmcntatton^ The appropriate consultation with the field 
on the specific details and lan^ruajre of tJie policy statement/gruidelines cau be 
nrcomplished durin-r Qnarter 1 of FX 1077^ so that the issuance is availaole txo - 
later than January 1. 

IZrsponsiI>Tc omoialz Chief Personnel Officer- 

<r, oi^tain^ZcffislatitTc modifications in Iftdian preference* 

The m?mner in which the extension of Indian preferonc<* was confirmed in 
1074 resulted in very specific court: decision lan^iajce resrardin^:: tlie need to adr - 
vertisf^ positions whenever reassijmment*: were beinjr eonteniplated. If for rea- 
<wns of increased pro^rram eiSciency or other lesStimate management objectives — 
or for the emplovee's own healtb and safety — manairement wishes to reassi;m 
a non-Indian, emplov<>e from his present position into another one at the same ^ 
prrnde level for which be oualifies. the second position must first Iv^ advertised 
and* if any Indian wbo meets tlie minimum qualification requirements applies^ 
the Indfnn mnst be appointed if any action is taken at all- This result naturallv _ 
defeat*: the whole purpose of the intended action since the objective was not 
add another omriloyoe^ to the bureau's rolls or to move the internal Indian 
canfll»^«re. but to nse more eifectivel?- tlie one alreadv emploved, 

^^imilarlv. a non-Indinn employee cannot prtvitch positions with another em- 
plovee in a similar position — even in the same office — without advertising his 

T>o<?'Uio:i and both po5=itions^ if the other one is also encuml>erGd bv a non-Indian. 

prorh emplovees will be witbout jol>s if <iualified Indians apply for bofb poFfitions ^ 
i*nd are appointed. cortrse, mana?rement does not liave to appoin t tb ejXndiau 
apnlicnnts— and presuinabl5' would not — ^but the rcfmlt is that the switcb can- 
no<- rr^lce plnr*e Simnlv the a^-niinbiHty of H>e Ind^on cnn'lirlf^^e^ fr*--rv-lo<?*»s tnlrinfi: 
action In "some specific cases tlie proxiosed ren^^frmnoTit arise-a from the desire - 
of an Indiarr tribal jrroup to obtain the services of the non-Indian iu its aprencr 
>>r «''*ho<^i — and the some obstacles are present. • • ^ ^ . 

• O^tvn the reason for tbe desired reassisrnment actioTi is tli:it trie position en- 
cumbered is no lopirer neede<l — in its present location or orjran ideational ' 
or eonflcruration : or that the incriml>ent*s alulitie?; and skills are more jrreatty 
needed in ot^ 5mit*>d t^ another position, Tims as o result of the lO*-^ con de- 
cision lanimatre^ the Ttxireau finds itself with numerous cases of non-Indians 
who <5honTd be reassi^ied for various reasons but cannot be witbout either - 
5eopardi3nn;r their liavinjr any n<>J=5ition to occun^r. or frustrating: Indian candidates 
a-oplying: in resrponse to advertised **vacancies^ and then not bein^ appointed. 
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Tlio titae axid eneriry devotoil thron^rliout the rtnren^i to attemptrttjr ta sfjrlve- 
sucli Ciisesft are immense. Many slilfts in orjcnniswitional arrxiiisements^ pc^siriorx 
Ktmotures. unci functional re:iU;rnmentK tliat are neede<I for improvetl elficiency 
and effect ivi^ness are Ktymi^l or eomi>romiso<l or not atteini>t<Ml at all bectius^ 
of these adminlstrativo monstrosities rt-stiltins from tlie specific lanfrtiajre^of the- 
ooitrt decIi>ions; wliicla now governs tbe internal application of Indian preference, 
*The courts^ tUemh^elvoii referred to these anticipated administrative ditiiciilries 
• <1 declared that rheir iviiolution, if any, Avould have to be soug:hC ti?rousli 
chir res in the law. 

fX\^^* Bureau and. tlie r>ei*arfment must present to Co:isrress a bill wbicli revises 
the Indian preference laa^rtiu;;e to remedy this situation. It could take the^ 
simple form of providins tlie Secretary of the Interior with tlie authority to 
allow the Bureau to reuissiirrL non-Indian employees without tlie need for adver- 
risin;*' the receiving; positions in certain siK>cific reassi^rnment: situations meet-' 
in^r desi^ated. criteria (e.g^- needed organizational rearrangement, changres in 
function, the emplo2^l&es' own health and safety, etc,) 

Time frame for implcmontatioTu Followin^r appropriate consultation witli tho^ 
Offices of tlie Solicitor and As^-isrant ;?ecretary — ^Manaj^ement and with tribal 
^rroups, tlie draft bill should l>e ready for coordination throu^rh OMB and submis- 
sion to Con^rress for consideration, during^ tlie first session (X9*7) of the new 
95 th Congress, 

Itc^poTHfihlc Ojfic-ialz Commissioner of Indian Affairs — to ^ive ^o-ahead signal i 
r>irector of^ Adminisrtratiou to ensure prox>er implementation i^rocedures are 
followed. 

T, JTurtJicr facitltatc f^utplnccmcmt r^f iir,n-Irt€llai7s, 

For a. variety of reasons,' non-Indi* employees in the Bureau have little faith, 
in tlie De|»artmental Career Placement Assistance l*ro?:ram. Thes'. employees 
witli years yet to. work lief ore they caA ccntemr>late retirement are eitiier in 
occupational fielcis wtiich nre used hardly at all iix other Interior bi-^rcaus (e^^rr 
teachers and social workers) or at grade le^'els I-z common occui>ational fields 
(e.jr- forester and enpSneer) where positions in otiier bureaus are tri dxxionaily 
filled from witltin, Tliey Joined the Bureau before 19712 with everT' indication 
that they would liave the normal opT>ortunitLi«*s for career prf«rre5«?ion, and tJiey 
were neitlier consulted concerning" nor oriented to the application of Indian pref- 
erence to internal persionnel actions. 

TVliile it is properly debatable whether the Bureau should further facilitate- 
tlie departure of employees wliose skills often cannot be replaced for some time 
yet by qualified Indians at the same skills levels, in many cases tliesf* em- 
ployees are so dismotivated by the total Bureau situation, as they perceive it, 
tliat their effectiveness as workers is sei-iously questioned* Speedins* Uieir de- 
parture by providing additional opportunities for their Ixndinp: jobs els<* where 
seem!< the lesser of two evils. 

With the as?^istance of the Department and tl»e Civil Service Commission^ the^ 
Bureau shoiild desijm i 

A system for trxmsmittin?; to other appropriate T'ederal ajcrencies r^sixm^ 
on non-Indian employees i^ite rested in and available for sliort-^term xissign-^ 
ments in these a^rencies r arid then making" those who rtxreive ofTers avail;! ble 
for suf*li assi?:mments. Through, this oneans their skills and performance 
capabilities would become known to the host agencies, and permanent em- 
ployment opix>rtunitics^ would presnimably be enlianced* 

A formal retraining progx-ajii. for teachers in the Bureau who are v.-illing 
tx> shift into the administative occupational fields^ 
Time frame for implcmctitntion , The necessary design and coordination work 
for these two programs cotilcl bo accomplished during the first half of 107T, , 
riie cost and nnanpower implications' should be sT>ellrHl out in ^^'ufScient detail so 
that any budget requirements: would be included for KX I07S. 

Rcspon^^il^Je officials Commissioner of Indian Affairs — to give go-ahead signal 
nnd general oI>jectives definition ; Director of Administration — to ensure pro- 
Lrmm design, consultation* an<i budgetary" implementation. 

The seven action plan steps oalled for above address problems primariJy in 
rorecasting and meeting the Bnreau*s employment 'needs imder the challenginxr 
mandate of Indian preference. Tliey call for programs and actions which nK>st 
persons agree should have been accomplished some years ago. The next three ac-. 
tion stex>s relate more spwifically to the internal placen?ent function, i.e. mting-r 
ind selecting employees for vacancies (ge'nerally involving a. promotion). 
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Z>i^7v<^lop Qualifi^ratlon sta?zfIar<7s/f/vi<Zc2incjf for majcr ti/pcs of poifttions^ 
JkJS I>oiiite<l ^>ut alcove in the l*ersounol Miina;coinor t S«tun.LiOii --.cctioii* there are 
Tew qualillcation :^taiidards or ^ruidolines for tire nmn" tyi>es of i>ositions in. the 
Uureaix -whleli are eitlior i^culiar to tiie or^anizaticoL or require ct*rt;iin more 
Kiiecllic quulilioutiim^ji within the iiiiiiimum Civil SeLVice staiidards* for ex|>eri- 
etice aiid ediieatioa, arising from the nutiire and demands of cue Iiurouu*s worlc. 
The develoiiTiient of thc*se standards/jriJidolinos for such positioiii* as^Area Direc^ 
tor, fci;iiiH»rincendent. -tVdinliiistrative Manager, and various specialities in tJie 
Tru3t- lt«^fc5{K?nsibiiities and UVil^al Resonrcer. and Services areas is of funda* 
lueutal iiuiwrtance to rh« tiuwvssf ul imx^lexuentutiun of many of tlie otlicr action 
pla^i ste|>s- " ^. 

The worU to he done coxi>iryt^s of a series of interrelate<l taslcs r 

It must lirst he made elear that mana^^ers and die liarcau not only mnir 
determine the qualiflcntions needed for succt?ssful performance in Kureau 
Johiji — in 2implilieation oi"" :tny minimum exi»erience r-nd edncittion. reqiiire- 

ments laid down in X— llS Iiut that they have tlie responsibility to do so. 

JLn eXT>lanatory and clarifying: issmmce from the Central Office re|?ardinff 
tills resiK>iisi]>lUty ancl the p:eneral nature of qualification standards in the 
I"fHlery.l ^:overnment should reot^iye vC'ide distribution throujrhout the Uureau- 
^ceneral qualification ;^iideUne m>plicuble to c/Z 3ureau positions- should 
- l>e developo<l addressiu^r the factors of personal acceptability and suitability ; 
and« where applicable (e.jr. manag^rrial and other j>ositions. o^ responsibility ), 
of knoTvledgre and >inderstandin^ of Indian problems and empathy with 
?:oals and aspirations of Indian jjeople- 

— A. {i^eneral ^ruidellne applicable to all management positions should be 
developed around the Si>ecific qualifications needed f^r manag-erial wor'k — 
tliose abilities* skills and personal characteristics not related to or neces- 
sarily developed in any functional specialty. 

— ^Individual qualification standards/^cuidelines should be developed for each, 
type of iK>sition ns mentioned above, built around tlie knowledges, abili- 
ties and skills needed^ and providinpr examples of the types of typical eac- 
I>erience needed (tbe '••career patbways" previously mentioxted) to qualify 
for tile i>osition. 

The task lends itself to the projectr mode, and selected ?nroups_ of managers 
sliotild be nsed. in eadi phase of tbis standards development operation so tbat 
tbe practical experience and 1=^. wledge existing; in tbe Burea'K-is tapped* Sacb 
draft ^renersil and specific su*ndards/€midelines should receive wide distribu- 
tion and time for discu^-slon and comment before final issuance. 

JTime framB for xmpl^menta^tiort^ A beginning bas already been made witb tbe 
Commissioner's memorandum of last June addressing tbe subject of qualification 
determination, standards for tribal operations positions, and tbe matter of per- ' 
sonal acceptability* Tbls project should be given the priority and resotirces re- 
quired to ensure that all of tbe above components are ready for issuance in the 
form of a qualification standards handbook no later tban Qxiarter 3 of fiscal year 
1977, 

It€st>o7xsi^l<: o^ciaZc Ohief Personnel OflBcer. 

Imprxyvc pr^cecLures for ^etormimn*/ QualificcLtiOTis for ^eoific "cacaTicics, 
As with the action plan step Immediately above,^ action in this problem airea 
also bas both a conceptual/attitudinal and a procedtual aspect- ^\sain-, it must 
be clarified to inanagezrs tbat tlicy are responsible for defining the more $i>ecific 
knowledges, abilities^ and skills needed for satisfactory p**rfomiance in eacb 
si>ecific job; and to personnel staff members that tbese specific qualification fac-. 
tors must be developed witb the managers/superivsors having tbe vacancies, be 
included in the vacancy annoim cements, and used as an essential part of the 
rating process. 

The great controvert everywhere in the Bureau regarding personnel offices' 
*'qualifying anybody'^ is liie to the al>sence of this step. **^ilinimum qualifications** 
has been equated by all to purely the X— US requirements regarding experience 
and education^ instead of to these as amplified by the more speciiic requirements 
inherent in any individual job. The n; salification standards/guid^^lines developed 
in (S> above will "be of great benefit_here, but do not take the place of this needed 
individ^ial-by-individual vacancy qualification factor development. ^ 

In addition to instituting this Bureauwide procedure in determining qualifica- 
tions needed for si>ecific jobs and including tliem*^ on" vacancy' announcements, 
the procedures used in determining whether applicants meet, the qualification 
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rtNiuiremcnti? unci in raiilcinfr tbose wlio d.o'shoulil I>e smbjccted. to a major study 
una iinprovecuenn project. Xbis is partieuLarly relevant and esi^ential In view of 
tlio generally perceived useles^nes^ of **tUe recora'* for <Ieterminin£: the qijality 
of employees* performance, as mentioned above. - 

Tbrou^li tills improvement project, standard opera tin^r procedures should call 
for tlie ^nreater involvement by operating: ofBcials in tbe?<e processes, by tbe use 
of standing or ad boc panels;. The development and use of vouchors or qualifica* 
tiou inquiry forms tailored to the types of positions bein^ filled should be imr- 
sued. The use of a Bureau appraisal/evaluation Iward or committee should be 
considered Tor all positions where the Commissioner has appointing authority. Ju 
every way this project should refine and develop methods to ensure that no can- 
didate finally listed on a certificate cannot be expected to perform the job 
satisfactorily. 

Time frame for implc^ncntatwrv. The qualin^-ation determination trainin^r 
worlwshlps needed to Implement the conceptual/procedural chancres relating to 
filling- specific vacancies should occur durin^r tlie first part of fiscal year 11>77» 
and involve appropriate operating ofiioials and" personnel staff members in every 
part of the Bureau. The rating procedure, study should be conducted within the 
same time frame» using: the workshop sessions as part of the informational study 
base^ and result in actual procedural chan^ces effected durinj;- the last hair of 
fiscal year Ii>7T. The work lends itseir to a cooperative effort between the place- 
ment and tralnln^r functions, spearheaded by a project manager exi>erienced and 
adept in workinfr with frroups of operating officials. 
ResponJfihle otftdalz Chief I*ersonnel Oificer. 

lO, jR€^s»ue upda^ted and rruyre specific ffuidclirtcs for trihal c07tsultatiort on. pcr^ 
sortncl selectiOTUit, 

The present Bureau sidelines in this area are dated May 2, lOTli^ under the 
si^mature of the previous Commissioner. While they read comprehensively and 
reasonably, the fact is that *hey have little relevance to or impact on actual 
conditions today. Most top mai^aflrers in the Bureau have assumed their positions 
since this issuance; are not fcenerally aware of its existence; and, even if aware, 
doubtful of its current applicability because of its date^ 

To correct the Inconsistent manner with which consultation on personnel se* 
lections now takes place, and its too common pernicious effects described above, 
the Bureau must issue new stddelines and then provide for inplementingr pro- 
cedures which ensure adhexrence in practice to the stated i>rineiples. The cur- 
rent situation sugrgrests that : 

— consultation witli "tribal #?roups on selections be limited to the positions of 
j^Lrea I>irector» Agency Superintendent and School Superintendent. Any 
other specific positions proposed for inclusion would need the Commision- 
er's approval. 

— the preference of tribal *??rouj>s be expressed as tzao <or more) of the avail- 
able candidates — ^never as just a single candidate. " 

— optionaJlyp. the tribal group be permittei^ to expref^s its sin;rle preference 
among those two Cor more) candidates identified by the Sureau as its 
preferences. 

— it be naade clear that the selection authority is the Bureau *s ; and that the 
preferences of the tribal group wilt be seriously considered in making this 
selection. 

It will be a major challenge for the Sureau to **tum around** the current situ^ 
ation where **consultatiori" in effect often means that tribal groups demand (and 
obtain) the appointment of specific individuals^ and the positioi^s affected include 
every single one at an agency. Bureau inaction has permitted agency emi>loyment 
often to become an extension of tribal politics and factionalism^ with all the 
disruptions and coinflicts inherent in this situation reflected within the agency — 
instead of agency employment operations serving as a model of the merit and 
fitness principles of the federal government for the tribal government to look 
to and emulate., This is especially ironic in view of the programs aided and co- 
sponsored by the Bureau for training Indian tribal members, in good personnel^ 
management principles and procedures so they can recum to their tribal govern- 
ments and start applying them* ■ * 

Tinro frame for implementattOTt^ A new guideline issuance and confmltation on 
it with Indian tribal groups slrould occur during the first half of fiscal year 19~. 
The attitude and behavior of many Bureau managers, now habituated to the 
current situation, will require major reorientation* Operations in conformance 
with the new guidelines should commence by the beginning of fiscal year 107g. 

22^1>S5 — TS la & 
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HespoTUiiblc o/ftcialc Commissioner of Indian Affairs, * 
12. Develop anA operate an effective po^itiotv munaaenient/^laH9i Petit iatt proffram. 

Mere is an area where one of tlie j^reatest and most ditllcnit attitude* nncl Li— 
bavior cbani;es« for nuinasrers and ix^r^ounel wtafTx, luu^tt take place. It uiuloubt- 
edlV is true that many Govemxuentwide cla»siticutlTtn staudardn do not servo as 
adequate basses for classifying various lJureau jobs, and tliat for *tome tyiKta< of 
positions no appropriate Htandnrd exists at all for tliis purpose,. Xlie rfuiefly* 
liowever, is not to •*dama tlie system'* and classify by "myths,'' but to d<^\'e^olJ 
tliose re^-Lsions and supplementary i^ldes called for- The movement in this di- 
rection 1ms already started. , , . 

Tbe actions necessary to establisli ivitlUn the Bureau an operational system 
ensurin;? that i>ositions are set up and costed out in an efficient and disciplined 
manner conformiiijr to lef^jtl and re^rulatory reqiiirements, are traditional and 
multiple. They Include : ^ 

— defining; and clarifyin;y resi>ousibilities. Managers must liave the opi>ortu- 
nity to learn the principles of the system and the reasons for them* in* 
cli2diu^ their own resironsibilities for structu'^in^? ami or^inizin^; r>ositions 
in a **Iean'* and cost-conscious fashion ; and tne personnel function's re- 
si»onsibill^toXor helping them do this by asl^in^ the •^why's*' when positions 
are ♦*st/naTs&tjil* l*resentJy most manajrers feels "it*s none of personnel's 
business*" to <iuestion whethc*r a<t>osition is nc^eded the tyi>e of i>osition 
prt>posed^ or the predetermined, jrrade leveU Tlie Koal to be reairhed Ls for 
manayrers to demand that the personnel perform this position manajcemenr 
role at the earlier * trr^ssihle staf^e in the procci^js, to ensure vial>le stnic- 
turt^s and c^^^rrt-^ . T.:*\\^VZl and for pi»rsonnol staffs to he proficient in i^T^y^ 
vidinpT this assistar-..^^. 
— developing standards and ^raldelinc^. A, major project to prepare those 
8in£:le-a|^ncy standards and classification pnildeiines needed in the Ru- 
reau must be undertaken- Throuj^h extensive studies, the proper occupa- 
tional series for various jobs must be identified, and t\i^ standards for all 
serios^ xised by the Bureau examined to determine what Bureau smldelines 
or standards' revisions* arre needed to provide effective class! lication tools 
understood and applied consistently Bureauwide. 

usinjr helpful tools to increase efficiency of operations* The studies should 

also result in the Bureauwide u*4e of vurious classification tools wliich 
speed up operations* such as standard position dc*scription5H «^heclclist 
p:^'s, and interpretive material addressin;r esi>ecially complex situations, 
— oiK»ratin;r a cyclic audit procram. As a standard opera tins: procedure, or- 
^nizational units and functional entities must be reviewed on a re;nilar 
schedule to identify changes in position structures and fcradt^ required 
l*v new circumstances and developmentf?. The hea^^ load of daily case 
work will si^cniflcantly decrease as a result of this •^maintenance** oi>eratiom 

revising and developlnjc arxmual material. Bureau policies and procedures 

covering: both position naana^ement/classification and wajre administration 
(e.sT- hazard pay) need to be updated or developed ori^anally- 
Time frame for xmpletneniation. Because of their srreat visibility, the im- 
provements needed in x>osit5on classification served as the *tri*j;^:er^ to the March 
05 A^rreement: and hence much of the improvement action which hits occurre<l 
since then has been concentrated in this area, TVith the snradual correcting? 
throughout the Bureau of the completely inadequate staffln^r situation in the 
classification fnnctjion* more and more time should start becoming: available for 
the pro?crammatic/needs listed alK>ve as^ distinsruished from the time of nec€*5;- 
sity devoted to cs^se work- Standards and cyclic audits will produce tliat con- 
sistency throujrhout the Bureau which is too frequently a.bsent now and alK>ut 
which mana;r^rs and employees Ju55tifiably complain. > 

It should be x>ossible for the porftion manajrement/classifloation function to 
establish and follow a work plan which en5^res that t he m ajor standards ar^d 
**helpfnl toolsT' development work is completed durinsr PTC" lOTT* tojrether witli 
a substantial start l>ein?r made f>n needed Manual material* A cyclic audit pro- e 
^ram fs;hould be or>emttona1 throughout the Bryrea^r in FTl 11>7S. 

J^cspomjttT^Te ojgTcial^ Chief i*€»rsonnel Officer — to provide ^reneral projn^m 
jmidnnce: Chief Classification Officer — to develop work plan^ ensure implementa- 
tion, and provide Btireauwirie coordination to improvem^t efforts. 
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Knoujcti b<H»n f*al<l al>ove re^p:ir€lin;iC the key role plaj^eil l*y tlio eonceijfnal 

Andf'deaaitloiui.1 aspeclus of tlie Kureau*K iK»rHotyiel uiana^comont proUl<»m Kitua* 
tlou to make it evident that various xneaiiM must l»e fobnd to ciiuse ehan;;<*s lii»re. 

>Iost of the action plan steps In tlie general inanaffenient area al#^>vc are ill- 
reetly related to this problem* by servinjr «s founilatioa for xaanawnjent'H ae- 
c-ejftance and performance of Itn resiH>n:!tll»lllty for the health and eflTectiveness 
r»f tbt? ISnrenii as an or^nizatlonal instrument* Without tl^e I^iireati's providinf; 
n focus for internal raanaxreroent, uslns: effective tools in manpower allo<-ntlon 
a,nd utilization, acceptinjcr tlie values inherent in a proCT«tni_evaUiation system* 
a^tid — most crucially — coram unl cat! nir a nd operatinc: In . a truly problem-sol vinir 
mode, the Bureau's i>ersonnel management problems ^*IU l^ave little chance f<ir 
beinjr resolved. Most often* as seen,, the solution deman<b< close cooi>er:itlon l>e- 
trvveen managers and personnel staffs. Joint projects and rask forces* and mtttuul 
imderstantlinx; of and respect for each others* c<mtributlons. 

The type of orientation and training; needed in the i>ersopnel management 
area >cro\vs out of the same need sittiation behind the iimnn;rement orientation 
called *f or in General Manajrcment step 5 above. In each major or;;ani^tional 
part of the Bureau, manafrers should have the opportunity to sit down with tlieir 
Ix*rsonnel staff and tos^ether discuss the tmsic iirincipl<»s and policies of Kederal 
lH?rs<mnel mana^ment^ Usin^ Bureauwicle training cuicles, the discussion leader 
or facilitator should 1k^ adept In identifying? Tcey differences in perceptions as 
they arise and in leadinc; the discussion towards clarification ajid iK>ssil>le resolu- 
tion of these differences. A similar training; pro^cram for supervisors, u^nff: the 
same approach but includinpr more specific Bureau i>olicies and procedurt*s^ 
slsould also l>e <Ieveloped and conducted Bnreauwide* 

The last thin^ needed at this time In the Bureau Is an intensification of the 
**t\vo hostile camps** atmosphere between mana;rers/Mur>ervisors and the i>er- 
sonnel offices. A pro-am requirinsr one or the other i>arty to sit and l>e It^ctnred 
to and **toId** will have tliis undesirable eff*>ct* While tliero is u le;jittmate need 
for some ofllclals, such as Administrative Manas^ers and assisTantj?, to increase 
their lcnowled^:e of and proficiency in usinsr the procedures and tools of per- 
sonnel administration — and this type of tralnins" is called for in ma?iy i^laces in 
the Bureau — ^the primary rtfana serial /super\*isory needs are of a difTerent order 
and require dtCTerent approaches. *The prosrram en\'isioned here wouid liave 
as its chief objective and benefit the brinjrinff top:ether of tlie two camps, to 
start build in;r the basis for that cooi>eration and c<H>rdination needed if i>ers*>nnel 
mana^emejtt problems are to be truly r^esolved rather than Just cosmetically cov- 
ered over- 

^rtm« fram^ fojr imj>T<ymc7%tatit>n ^ A model workshop /nii<Ie needs to l>e developed 
hi the Central OflQce in consultation with field managers and personnel oflScw. 
Indndin^r sections on the major cozicepts, principles 4ind x>olicies of Federal 
personnel mana^ment; the ;nzide should point out typical conflict axid con- 
troversy a.reas concemin^r roles, responsibilities, and interpretations. The de- 
velopment of the ?nil<lcv usin^ a project: taslc force mode* and the identification 
and training of discussion leaders/fadlitatcrs can be accomplishetT durinjr tlie 
first half of nr so that workshops^ can commence Bnreauwlde bv April 

IZ&tpr>nsHhJc offidulz CT^il^^f^^wci^^rfc/^T ^ff*^r- — -to-^dLve_so-ahead sijrnal and Sen- 
oral objectives definition ; Chief Xraininff Officer to ensure^iaplementation. 

In several ways it has b€?en indicated nlK^ve that the x^ersonnel fnnctiou itself 
was not able to cope with all the new demamls and challenges it face<l. One of 
the main reasons was simple lade of sufficient staff* l>oth in the headquarters 
personnel office ami in many of the Area oflBces. Wliile a slgnifica'^t tum*about 
has occurred in the past few months in this respect — particularly in the position 
mana^rement/classification function l>oth in the Central Office and various JVrei. 
oflSces^ and in the staffing- (employment) function in the Central Office — ther**^ 
reznains ar need to stxt^ly Bureauwide the staffing of the fimction and to allocate 
manpower according to more cor^istent and rational jcnidelmes. Thi>! endeayi>r 
should be one of the first actions ot the ins:tnmi en tali ty called for in/*General 
TVf a nagement step 2 abo^e. 



AVith the appointxiieat in July of a new permanent Chief Personnel Officer. 
tHe instttxiUoiaa. focus exists for takins needed iW^«>vement acti<^^^ 
Section itself. Xlie demands whioH the function must meet in fulfilling its role 
S^mpSme^cing tHe Improvement actions above' are so heavy andnumerous 
Sat onl ™bj mf nasing itself eCfeotively can the challenge be ^^l'J^%^2^?^^; 

maior steps are essential in this respect; aud they axe presented somewhat 
more sicetchilv than the others in this Plan since there is no indication that a 
more detailed exposition is needed to ensure implementi^tlon. 

X. Kcdefinc ana clarify tJic Tol€ of a personnel office' 

* \ Dosition document needs to be prepared spelling out the specific responsibili- 
ti^ of the personnel funcUon, how they relate to the personnel management 
responsibilities of managers, and how they support and, assist the effectivlsjiian- 
asemont of the Bureau- This draft document could serve as a useful discussion 
tool foAthe managerial/supervisory orientation and training workshops called 
for in (02) above, and could be further refined through these discussions. I^vent- 
«jally the statement should be incorporated in the ilanual- 

The process of preparing this role clarification material will serve as a re- 
orientation and redirection exercise for personnel oflSce staff members toem- - 
selves. Por a variety of reasons, there has been little commimication on these 
matters among Bureau personnel offices, and no ccfmmon conception of roles a^cl 
responsibiUties is^ound in the Bureau. By using a task force with Central 0£- 
a<je and mostly fleldsparticipants, the A^fting experience itself can start devel- 
oping the needed Interaction and interplay among personnel offices. ^ , ^ 

xSne frame for imptementation. The draft statement process should occur 
during the first half of FY 09T7, so that it is available for use during- «ie second _ 
half in the managerial/supervisory personnel management workshops, xhe 
final d*wumeut sliould be Issued at the end of the fiscal year. 
RcsfpOTDtihlc official: Chief Personnel Officer. 

.S. EatahlisTt a program planning system. 
. The traditional tools of systematic planning must be used by the per^nnei 
function if the many programmatic improvement actions are to occux in a timely 
and efficient manner. The Division' of Persohnel 2VIanagement has the Job of es- 
tablishing priorities among its objectives, allocating its man-power resources, ancL 
designating time frames w^ithin which actions will octgijr. And the specific obje^ 
tives^and tasks of each major specialty within the function must be c^rdinated 
a.nd integrated into a total framework. Each servicing i>ersonnel office in the 
Bureau is faced with the same basic managerial tasks. _ . 

The *^ress of daily business." as in every office, tends to take precedence in the 
j»ersonnel f unction— "cases and crises and calls" will consume all available tmie 
xmless a planning system is institutionalized and lived by. AC-this time, the pro- 
grammatic actions needed are so numerous and complex that imagix^^on and 
^S^tion in -the use of resources— project teams task forces, mterf unctional . 
^^3^ups, etc.— are essential within the structtired plannmg. f ramev^L^ T^^ 
^ponsibilitv for developing, updating and monitoring the plamnng ^tem needs 
40 be identified as a specific task and assigned to adesignated i^"^ ,^ 

Tinve frame for implementation. Immediately. The system should be ready for 
:a.ction plan Tise during Quarter 1 of fiscal year 107 *. 

7ScJ*pon»i We oi?fciaJ.- Chief Personnel Officer. 

Prox^Ulc ISurcautcidc coamlinati^ynrcitJiin the function. 

^Salri for a variety of -reasons — some alluded to already — ^there has been a 
liistoric lack of communication and coordination among personnel offices the 
OBureau. That which occurs is primarily in relation to specific <^ses or problem 
situations, and often based on tlie coincidence of personal f nen^hip. Rarely is 
x>ne office aware of what another is accompUshing in programmatic areassu<ai as 
aiandbooks or training material avaUablo. use of classification aides^tc Working 
-essentially on the same types of proble ms an d chaUenges, each office generally 

"'^The^Cenial O^S'must provide the linking pin role. A compaxatively sirfiple 
-system for communicating plans, needs, and accomplishments ^^^^^ ^^^^^^ 

iLhed bv the Division of Personnel Ma-iagemcnt so that all personnel offices are 
Sp?lnfoSSd of each other^s major activities. Based this coni^mmcation 
-^item. common problems and needs wiU emerge pemtntt^g the more efficient 
^^ization of resources. e.g. sharing a handbook <>r. f<>'^iBureauwide Farmer, 
-topics will start being identified for mutual discussion and resolution through a 

planned series of workshops and meetings in the f xmctional specialties. 
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Time frame tor implementation. The desijni of tlie cpmmxmication system 
should occur during: Quarter 1 of fiscal j-ear 1077, so that by January the vehicle 
for Inter-persomiel office sharing is in operation* The task lends itself to bein^ 
accomplished by a small group of field personne?' staff members working with 
a Central Office representative. -A. tentative ^schedule of workshops/conferences 
during FX 107T should be estabUshed ea,rly-in the year. 

Itesponsi1>le oiJioial: Chief Personnel Officer, 

Improve opcrationaZ mctJiods^ 

Several -Ajea personnel officers mentioned that one of the biggest needs, and 
with the biggest potential pay-ofT^ is a Bureauwide study of the operational meth- 
ods used in the offices. This has ne%'er Z*een done, and the prospect Ls that more 
efficient and tfp-±o-date ways of doing business can be identified through such a 
studyv thus .attacking the problem of justifiable management concern of tirnely 
action processing- - , ^, »^ ^ ^ ^- 

^ As a start, the I>i vision of Personnel Mana?:ement should obtain from each 
Area office a brief descripUon of whatever newer methods and materials it is 
using or contemplating. Some Area offices have designed, or are planning to de- 
sign, certain improved training, position classification, placement, etc., tools and 
aids wliich should make for more efficient operations. Similarly, others arej>e- 
ginning to put certain newer types of equipment into use to speed xip processing* 
All of these ideas, and others, need to be considered for iwssible Bureauwide 
application. - " . . - ^ 

As a significant part of this study, the subiect of aiitomating various part of 
the personnel function nee<ls to be reassessed. While an updating operation of the 
current svstem is taking place, what is needed is a major review of wliat addi- 
tional needs there are which the automated personnel system should and can? 
address, such as the production of B:IK registers, l>asic skills iixventory data, etc^ 

To attain the needed momentunci- and consistent application of effort m tms- 
connection* the Division of Personnel Management c?liould locate responsibility 
for automated personnel systems Vork in a specific position. This used to be so^ 
but as it is now every personnel ffice and si>ecialty finds itself dealing with the 
subjcKrt a» an isolated entity, wit no sin trle r>erson at tu^ lio.Mflfi r*^nrr nnr.nnnf^- 
-p^iTi^^iOTi if - Yf-^ ^ n -rnr-i^ i i r '^^i '"f ii^.i^ Ti^^rf^ in all si>ecialties and 

working on the total Bureauwid^^5ystcm- 

Tirrta frame for i7npl€mc7itatf07t. Tlie initisil steps towards the complete stuoy 
can be taken immediately- Tli^ task lends itself to a project mode with a person- 
nel specialist with a systems; bent as a leader. Several specific Area personnel 
oflScers and/or staff membersi with particular interest in this field should serve 
as resource persons. The initial identification of needs and of i>ossible i^ew Bu- 
reauwide operational method.s should be completed dTiring the first half of fiscal 
year During tlie seconci half, the design and implementation of additional 

automated system componen'> should be completed. 

Responsible oflScial : Chie^ jpersonnel OflScer. 

There is no ne^d-fop thi Bureau to have to wait forbears for a Civil Service 
or Oepartmental p^rsonTietr management evaluation to take place to obtain a 
<?tatu*=; report on itself. T^Tltwle the oce:isional -^outsido'^ review is valuable and 
appropriate* the orjnxnisiafipn itself must have the capability to evaluate and 
make appropriate changes aTid improvements* ^ ' • 

With the imminent establishment of this responsibility as a specific iimction 
within the X>ivision of Personnel Mnnngement, a 5;chedule of reviews and as- 
si«rt:ance visits from the Central OfiSce should l>e drawn up covering all aspects 
of personnel management and all parts of the TSureau. Tlie capability ^^^^ 
J^rea office to conduct agency evaluations must be txss^^^s.^ and improved. -Both 
organisational and functional priorities nce<l to he identified, and reviews should 
be coordinate<l with and meshed into the major improvement actions Tinder the 
I>lan which are taking place at the time. Personnel stjiff members who to 
participate in evaluations sliould have the opportunity to become acquainted with 
and trained in evaluation methodolo<ry. Appropriate use of outside liureau re- 
siources. e.g. Departmentjil and Civil Service Commi=;sion, should be part of the 
total evaluation framework, ^ • ^-^^ 

It should be mentioned here that organi^itionally^ the evaluation Xunction 
lend<5 it*aelf to be the "home*' for the other four action steps mentioned above^ 
ie clarification of the personnel function role, program plaxming^ coordination/ 
communication within the function, and operational improvement* 
t T^mo frame for impIementaftoTi. Tlie evaluation plau should l>e drawn up dpr- 
inr Quarter 1 of fiscal year 1977^ and start beinji implemented by January 1, 1J>< <. 
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•^llifc tLc''^^* Action' Plan Steps covered above ure listed in tabular form in Appendix 

iuco xmd overview rcsurding time frames and retspoiisibilities- 



Rf'sjtnnHihtc 6ffifu*i.l: C^bief Personnel OfiBcer. 
Tlic 2:5 Action Plan t5t 
C, for ease of reference 

AX AX.TSasXA.XIX'E OPTlOJr TOR FCTETHER COJfSTDEIL.VTION' 

The basis for the Action Plan above consists of tbe principles and policies of 
tlie ITederul sovernmenfs i^ersonnel tnana^rement system as it exists today. Tins 
vvstcm has as its foundation certain values and key institntions of the ''*™*iJ*^^*'^ 
culture/* e.jj. eoual pav for e<iuab work, hirinjr on the bawis of merit and fltrness, 
position structurinfc for elDcien^g^of operations, consistency of l»asic. policies 

within an orsanixation, etc- ^'•Sfctat. , , 4.?-^ 

It seems l6;rical that if the FcderaWovernment s policy m profcramma tic mat- 
ters Is to en**ure that Indian tribes have an opportunity to determine for them- 
selves what their priority nee<ls are and how they will lie met through Bureau 
operations a similar opportunity mt;:ht exist for tbem to determine the type of 
human resource manaKcment they want used in these profrrammatjc areas, in 
other words, if each Bureau asency and school is now consultinf? with tribal 
"'0\-emmenti< and advisorv boanlx re^ardinp: the nature of natural resource, com- 
munitv *«ervice, education, etc.. programs to l»e fund€;d and conducted at the res- 
ervation or school it would make sense to let the same tril»al governments and 
school boards have a determininj; voice in the managrement of the persons con- 
ducting the projrrams. - ^ , 
V The alternati^-e for further consideration, then, is to jrive tribal ?n-oups the 
opimrtunitv to establish their own version of a T>ersonnel management system 
ri,r Itur^aix operations. Excepted from the various laws, rules and repiilations of 
the "maioritv culttire" pertaininpr to personnel manaprement. ea<rti tribe which 
wislie<l to ido'so would dt^sipno the type of operation tliat best fitted it-s concepts of 
position «?tructure. compensation, emjiloyment practices, etc; ?;j>-e there is some 
vnriatior»'in bsisic values from tribe to tribe, this alternativ.? r* rymizes the po- 
tential inappropriateness of tryinfc to have one consistent policy orVpractice 
throughout the Bureau. If it is true that the Bureau in effect deari; with a Ifir^e 
number /of entities eomparald:* to local jrovornmonts, scattered thr«TUffhout the 
coiihtry/-w.hy attempt to force conformity when diversity is the rule m actual 
local.'Krwernment matters in the TTnited States? ^, " ^ 

Son"nr-*ribes mav choose to remain with the Federal government s personnel 
manairi^ment svstem — which would be their choi<-e. Others miprht want to use 
vieveral of its features, but not all. T'or example, the- basis for fjualifications to 
bt- ntv^r for Bureau positions in r^ome :>ffen<:-ies luisht well be entirely different 
from/ those in the "nuxjorit.v system" beoausi- they rene<-te<l a tribe's sense of , 
vnlu;"^ for Im-al lanffuaso kuowh^liire, various personal <'harsicten sties and cul- 
tural attitudes important to the tribe, and so <vn. Similarly. '^^}^^^^'^^J3^^ 
placed on varif»us ot eupational services rendered misht be distinctly different from 
^th-jt reflectecl in the position chissification standards of tS*^ '^majority .system 
'what it beins; proposed as an nlternative is the p^*s.« ibiliJTf i-::rf^ the best way to 
«olve the Bureau s iiersonnel mnna;:einent i>robIenis is not tr, Y'- a"*'"t the tasK 
ill the tr-.iditional mann«-r. as describe^l in the Action Plan. Kv^ improving J:he 
Bureau's manasenient system to brintr it into e^^nformance with the principles 
and polieic-s of the "majority system but to ret-o^nize Indian values and differ- 
'enct-J: a«: a possible basis for constructiner a system ^or collection of systems) 
which .nT»andons the MU«'st for consisteney :tnd provides fre<'dom for "local option. 
Kach school— as has l»een said recentl,v— may very well be the be.<it oiTranissational 
euTitv to s-t its own qujilifiwitions. pay rates, an.l ina na cement pro<-edures tJie 
persoimel it needs. Each tribe may be the best jud^e of how to organize and staff 
Mini nt.-iiiafre itJ^ aprericy's personnel dimension. 

To have this opT.ortunity now. Indian tribal srovemments must opt for contract- 
In*- under Public I-aw ft.'i-O-'W^. and then still abide by very specific majority cul- 
♦ ure** term *s i^Tider the contract. Would it be T>ossible to permit one p;irt of the 
Fecleral -f-oVt-i-nnient — the Ttureau of Indian Affairs — to opt-rate under a personnel 
system which had built into it a wide variety of clifrerent metlmd--^ :in^^ 
coni 
"Fen 
choi« 

once is applie<l. the variety ot quaiincanons ia<-i..r_p iwiw .... .i 

elements important to evalnntin^ performance- all of tlu^se personnel questions, 
nnd «till others, could be made the subject of self-determi nation by each tril^. 

Manv per^on^ will probably object that pursuin?:. this alternatr^-e in ef^^t 
would Vle-stroy the Bureau as an or?raniwition as it has been known. But that has 
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nlrea*ly to lu-^ett t extent occurred. Tlie Bureau has been bufCetea by extremely 
iHJwerful forces of clmni?e and at present has neitlaer evolved into a new, effective 
instrument nor maintained its traditional manaRement style. The situation de- 
scribed in tlio pages above adds up to an organization tl»e middle,' co^orm; 
inj:: to neither the principles of effective management of the - majority *.3s»tem 
nor those of an effective different orientation. " : , a. ^. » 

-—Tlie steps described in the Action Flan are essential to attain effective human 
resource manasement as understood in Uie Federal j^ovem^nt-nt. The alternative 
here raised is the possibiUty of oonstructinjr an entirely different system as 
SlterSn^b? Indian people: but stUl part of the Federal ^rover^ment^ The f 
tfeer consideration needed of tliis option nm.st answer the question whether th^ 
^eSl KOvSment has the breadth of view and spirit of adventuresomeness 
>vithin it to jrfve Indian people the opportunity to determine ^^'^f J. TT?"^^^^^ 
decide upon as their system of Federal personnel managrement ; and the flexiDiiitj. 
and risk-takins^ ability to implement tlie result. . 

.. Ajppenmx a. 

U.S. Dkpartment of tvie I>.-xkiiiok, 
• Wafhi/iffton^ n.a.. March 25,1976, 

Memorandum : 

Xo : Commissioner of Indian Affairs 
From : Assistant Secretary — ^ilanajreme&t 

Suliject : Improvement of Personnel Management within BlA 

Attached is a copy of yoEr Action Plan for Improvement of Personnel Man- 
afcement within BIA. I Itiive concurred as you requested. _ 

I am happy that^e were able to mutually agree on a course of action thereby 
avoidinfT ii>temal^ conHict and quickly mo\*ing to briug about the necessary im- 
provement^.e-vithin BIA. -i,*.^-! >t« *> 

In licht of this agreement, yon may consiiler my letter to you dated i^rch - 
entitl^. "Action Plan to Improve I>osition ClassilicaUon Program m the Bureau 
"of Indian Affairs'" to be rescinded- . ■ - «• *. 

You may be assured that we will move expeditiously to assist you in this effort 
as re^iuired by the departmental commitments ?eflected m this action plan.^ln 
tiiiv. re-ard. I am appointing John McKune. r>irector. Office of Organizatioii and 
Pe^onnel Managem^it, to be my representative on the BIA Personnel Manage- 

l!SJ^:1t''5'^y^unS5knding that you have selected Paul r.orent-^n ^ the 
Proiwt Manager. Further, that he will report for duty effective -A^"l S and wiU 
l^fi^^d effl^ctive that date by BTA. ^Vonld you please have «^^„^Pl^™^«^f 
l>eople contact Dick Site to implement the ncces«iry fiscal and 

if is important that we begin immediately to find a suitable candidate for^c 
Acting Personnel Officer job. By copy of this memorandnm,. I am asfang John 
McKuVie to contact von so that a Sv-lectioti may be made as .soon as possible.. 

• ' - JA.MES X, Clarice. 

Attacliment. 

AoTiox Proposal for T^mtovl=^^EXT or PERsoxrfEt. ^t.-v^-ACExrE^-T, Bttreaxt of 

Ir? DtAN" Affatrs 

a€7u>raZ 07>Jectivc: Through Joint efforts of BIA and Department personnel 
specialists and managers, develop and implement an action progmm ^^^J^^^ 
ajQd improve specifically identified problems and deficiencies in BIA personnel 
management at all organizational levels. 

BIA TnitiatixseJi/ Commitments 

1. The Commissioner will issue immediately a modification of his delegation 
of anthoritv for position classification to accomplish the following : 

A- iaemove classification authorfty from Area Directors. ,- 4.^ 

B Delegate classification authority to Chief Personnel Officer. ^S^shmgton , 
Chief of Classification, Washington r Chief of Personnel iu each Area 9?^^-- 

C Xemporarv withdrawal to the BIA Central Office effective Apnl 4, 1^)46 of 
final classification approval authority from all Areas for the following position 
SSSes : a> ^bs cla??ified in the GS-301 series— all grades. <2V OS-lTOO gi^^^ 
positions at the GS-11 level and above. GS-S02 Series. Engineering Tech- 

nician. GS-T and above. <:4> AH professional engineering positions. GS-li ana 
..above. ■. , — ■ ■ . 
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2L Intensify Its efforts to recruit and appoint a Cliief of Classification. Wash- 

ingon.^^ ei^lit permanent pb»itlon» to tlie Washington Classification Broncli. 
Seven experienced classifiers^ GS 12/13 leveL B, One clerk typLst. ■ ^ 
4. Undertake intensive recruitment effort to fill new positions in Classification 

^^^^I^imediat^ly employ a I^roject Manager to coordinate and direct tlxe efforts 
of BI-A. and the X>epartment: to correct specifically identified proi>lems and defi- 
ciencies in BIA personnel management* * ^ « * ^ ^ . 

6. The Commissioner wiU appoint three liigh level BIA. officials to serve vjrltn 
a representative appointed by the Assistant Secretary — Management t4> ^!er\-e usi 
XI Personnel Management Task Group with authority and responsibility, tor 

til e following 2 ^ 

A. Identify specific problems and deficiencies to be addressed under the Gen- 
eral Objective* . . -ri., 

B JEleview and approve Project Managers detailed ** Action Plan . 

C* Meet periodically (biweekly or monthly) with the Project Manager to 
review progress under the ^^Action Plan''. ^ ' ^ 

D. Make final recommendations to the Commissioner and Assistant Secretary — 
Maxitagement on specific policy InltiaUves resulting from the "Project*^ 

E. MftTge monthly reports to the. Commissioner, and Asssistant Secretary — Man- 
agenient on project ^'Results'* and •^Problems'' re<itiiring their action. 

T. Recruit qualified Chief of Personnel, Washington- • ' 

Change the organisational placement of the Personnel Division to provide 
for the Chief of this Division to report directly to the Director^ Office of Admin- 

^^^O^E^tobllsh a Personnel Management Evaluation Unit within the "Washington 
Personnel Division and provide the following permanent staflSng: A. Four pro- 
fessional Management Specialists, GS 12/13, Chief GS-14. B- One clerk stenog- 
rapher. , - 

1. Assist KIA in the immediate employment of a. highly qualified Project 

Managef,^^^^ assign four highly Qualified Classifiers, with three additional to 
be^made available if needed, to work witlx BIA omder the direction of the Per- 
sonnel Officer for ninety day period- Assignments would phase out as new BIA 

Classifiers are recruited and trained* - , « 

3. Assist BIA In recruitment of the Chief Personnel Officer and Classification 

-i. Provide positive interaction on behalf of BIA with CSC- 

5 Appoint one high lev^ official to serve on the BIA Personnel Management 
Task Group (described in item 6 under BIA Initiatives/Commitments) • _ 

a Assist -BIA in identifying and designating by March 31, 19T6 an -dieting 
Personnel Officer to, serve from mid-April until a new Personnel Officer is 

AsSt in the establishment of approval rcQuirements and benchmark clas- 
ification guidelines for specified occupational series and grade levels* ^ ^ 

S. The Department wiU designate BIA as the. initial Bureau to implementthe 
new CSC factor ranking classification astern and wiU 'assist the Bureau wltn 
the training and implementation of the new system. ^ 

The I>epartment will develop standards of ade<iuacy m the dassincation 
program in order to measure progress and effectiveness of the program. 

• - ArPK?CT>xx B - 

" :Memorandum : 
Xo : All Area I>irectors. Central Office r>irectors 
PFom : Commissioner of Indian Affairs ^ - 

Subject z i*roject Manager, Improvement of Personnel Management 

I>anl I^rentizen has been designated by .me as the Project ilana^er referred 
to in the Action l^roposal for Improvement of I*ersonnel Manajrement, Burean of 
Indian Affairs, which was jointly a^-eed upon by the Assistant Secretary — 3lan- 
asrement and me. and was transmitted to Area I>irectors separately last.weefc. 
( Copies ^or Central Office I>i rector?: are attached). / * at 

Xhe l?rojeet Mana;rer's responsibility is to coordinate and dijrect the efforts oz 
BIA and the Department to correct fspecifically identified problems and deficiencies 
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fax BIA i>orsonmn itmiia«emeat. Workixig full timo <>^. 
crate botU I>ei>art^kental unU Bureau plansjiutu one 

^^1 ensure thit all activities in the -AcUoii ^^^'^l^^''''^^^ ?^ume Its X^^^ 

la aiises^irij? ttie abiUtsr and effectiveness of eadi personnel office to assume its luu 

■*?hT°4o^S''«r'^-ro'^SSud^ll aspects of personnel numasement aaa 

niai^?me?^ s dirStion of Human resources, at all organization levels A- 
S^ISfve ti correct and improve specifically identifled P^^J^^f^^^.^^?]^^ 
cle^ \Vliile the first priority problem beinfT addressed is position codification, 
th^' Vction Plan" wJU cover all areas identified as needing improvement. - . 

We I'ro^^^^ worlc closely with aU BIA officials <f 

ins the Bureau l>er^nnel Officer and his staff, the Bureau's top ma- ^g<^-™enj 
itol^ IrST iV^^^^ their personnel officers. While no s^^ 

resSinsibiUties, Mr. Lorentzen will ensure that all personnel ^^^^f^™^^.^ 
provemeuc actions needed, proposed, and developed in are coordin^ 

tlie Vction Plan." together with similar Departmental efforts. The Project Man- 
ager's iniUal detailed -.Vctlon Plan" its various evolutions 'fhe Projc^^^ 
ce«l.^ and progress under it will be reviewed periodically by the BIA Personnel 
Management Xaxk Group referred to in the above-mentioned agreeme^^ _ 

^'our cooperation and support will be needed by the Project Manager, who will 
be fully accet*?*ible to you and wiU be communicating with you and members of 
your staffs. Mr, T^orentxen is temporarily located in Room 022. Interior South 
Building, nntl may l>e reached on ext. 6010 or 30287 ^ ^^^^ 

I shall IH* giving my personal attention to the Project and the reports of prog- 

re*^K under tli*» •"Artion Plan.*' ^ m 

- - ^ ^ ■ Morris Tso:wfT'?--''^ 
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ACTION PLAN STEPS 



Number 



Action 



Time frame (fiscal ycars> Responsible official 



£st2b1ish an effective institutional focus for in- 

ternM management, 
Q^2' Establiih and operate an analytical program tn the 

orRanizatronaL manpower allocation/uliltza- 

l*on^ and work methods areas, 
G-3 Design and conduct a program evaluation opcra- 

tion. 

C 4 Develop a cornmunication/team work manage- 

" mrnt Styte. 

Institute a management development profiram 



1st half 1977 • Commissioner with 

(jo Commissioner. 



During 1977, 

_.v.do 



Do. 
Do. 



HR*! Forecast the Bureau's^manpowcr needs. 



HR-2 Institute 3 positive recruitment system 

H(j^3""_2 Develop and operate an Indian intake-and- 

development program. 

Take steps to grow Indian candidates for technical/ 

- specialist positions. 

f4p_5^^^^ Issue guidelines on the application of Indian 

preference. - 
HR 6 ^ Obtain legislative modifications m Indian pref- 

- erence. 

HR-7 Further facilitate outplacement of non-Indians 

HR-Slimi"- Develop qualification standards, guidelines for 

" major types of positions- ^ J 

l^p 9 rm prove procedures for determining qualifications 

for specific vacancies- ^' ' ^ 

HR-10 Reissue updated and n»ore specific guidelines tor 

tribal consultation on personnel selections. 
HR-H Develop and ooerate an effective position manage- 

n»ent cl'^ssificalicn program. 

HR<12 Conduct msinagement orientation and supervisory 

T"' " training in pe-^onnel management- ■ 
Pf. \ ' Redefine and clarify the role of a personnel office , . 

PF"2 ^ ' Establish a program planning system. - 

pp_3 ' _ provide Bufeauwtde coordination witnm the 

function. 

PF-4 , Improve operational methods , * 

pp-S" I Conduct an evaluation program ; 



1st half 1977 J , Commissioner and ^ 

Director of Admtnisr 
tration. 

Quarter 2, 1977.. — Director of Admtnlstra- 

tion and Chief P.O. 

1st half -1977 Do. , 

Durtrg 1977. for quarter Commissioner and ^ 
I, 1978. class. Director45f Adminis- 

tration. 

During 1977 Do. ^ 

Quarter 1. 1977 Chief P.O. 

During 1977 Commissioner and 

Director of Adminis- 
tration. 

1st half 1977 Do. 

Quarter 3. 1977 Chief P.O. 

During 1977,. Do. 

do Commissioner. 

dc Chief P.O. 



Quarter 3, 1977. 

1st half 1977 

Quarter U 1977. 
do 



During 1977- . . - 
Quarter 1. 1977., 



Do,: 

Do- 
Do. 
Do. 

Do. 

Do. 
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BrrxEATJ OP I=?i>xa5c Akkatiw% Actio?? I?r^ roll Perso^^net. MLvx^oemenx 

iMFBOVEMEJfX 

Mexnorondum : 

To : All Central Office anO. Area T>lrectors 

Prom r CommLssioner of Indian Affairs ^ _t ■«*'^».JL^».MAn«> 

SuS^t: Bureau of Indian .VfTairs* Action Plan for Personnel Management 

At^5f^S^ copies of the subject Action Plan. ^vHich I Have approved for Im- 

T^'pSn^5^s"5?volTi;ed through a Joint effort involving -"^^^/^J^SmSen^^e 
representatives. It is to your credit tUat you recognized the n^ for commcn«ng 
theseimprovcroent acUous, and are now committing specific time and manpower 
resources to carrying out the actions. ^, , ^ c ™- -.^ «•!-« 

l^ram^ un^er the Actiotx X-lan be reported montbl^r, and ^^i<^^ <>£^"? 

status and effectlvenesi* is expected to l>e a resiilar part of the agenda of eacn 
I>irector^s meeting: in the future, ^ 

I^lease ensure that your proprram mana^rement and personnel staff official=^ l>o- 
come well aware of this Bureau wide improvement initiative, and are thoroughly 
acQuainted with their roles and responsibilities within it* Be^ REiFEr^ 

J\.ttachment. 
Memorandum : 

Xo : Commissioner of Indian Affairs 

From z I*roject Manager , ^4, 

Subject I Bureau of Indian Affairs' Action Plan for Personnel Mauagement 

Improvement ^ ^ ^ ^ ^ .1,^ 

In transmitting this Bureau plan to you for approval, I want to take «ie 
opportunity to place it within a largrer perspective whic^ I consider of perhaps 
greater sijcnificance than the sr>ecifics of the document itself. 

a. What has hapi>ened in the very process of d«volopLn?r the Action Pl^^ repre« 
<5ents the sin;rle most important chan^ro for personnel management in the Bureau z 
Mana?:ement:s ownership of the problem. While it may only be the be^rinnmg:. tbe 
point is that be^iinnin?: has been made and the comer has been„ turned! Bureau 
manajrement has confronted, discussed, and developed a plan for starting: to 
solve many lon?r-standinc: personnel management problems. Xh^s is the necessary 
stscrtink point for building a new and more useful conception of the roles and 
ressponsibilities for managing the Bureau's human resources, * 

All other improvement steps depend upon ^ the continuation of this mode or 
r^I>onsibility acceptance and problem ownership by management. ^ : tV^ > * 

2. The Action Plan development proces;s has also clearly indicated the^<^Iose 
inter-relationship betwee n p ersonnel management and general (intemal> man- 
agement of the Bureau- While we now are embarking npon a constella^^ion of 
actions which in total address the personnel management issues arid recomanenda- 
tionsi of the **Manairement Study** submitted to (and apparently being adoptee^ 
by) the American Indian Policy Review Commission — and which, I believe, 
constitute a more complete and realistic improvement thrust than the Study's — 
similar planned initiatives are greatly needed in related areas of program evalu- 
ation, manpower/staffing 5i"andards and allocation, organizjitional structure is- 
sues, improved work methods* and communlcations- 

A5; the last section of the Action Pian indicates, these rf^-^nagement needs have 
been discussed to a degree, but the impetus for their full treatment and resolu- 
tion through specific planned action must come from top management. The tim- 
ing for addressing them now is right. A concerted effort made now can result in 
similar detailed action plans for presentation in the ne^ct few months. 

3- The continuation of the personal management improvement effort, and tlie 
undertaking of similarly needed efforts in any other areais of general manage- 
ment, will continue to l>e open to a degree of uncertainty, doubt and skepticism 
due to tHe absence within the Bureau of an institutional focus for internal man- 
agement. A line, altez- ego, career Deputy/ Af^s^oeiate Commissioner position must 

be established and fine<l so that the direction of the Bureau— ^os an organ issation 

receives that systematle and continuous leadership needed to en<cure that BIA 
truly constitutes an effective and eflScient instmment Tor accomplishing program 
missions and ob3*:<rtive?=!^ and not an institution wasting time and ^e^^ouroes in 
less-than-effeotive management of itself. 



ERIC 



13 ^ 



199^ 



4. Am meutioned, this Action PLiin nmy ser\-e an "answer'* to any Qxiostions 
conct^rziins wlxat the liureuu Is doiu^ about the personnel management i>art of 
the *-Mana^ment Study It also constitutes the major i>art of a neeileil Uureau 
retjponii^e to Civil Service Commission ifiia Departmental eoneerns expressed in 
evaluation reports* axwl elsewhere. Both tlic Commission and the Departments 
OtBce of i*er»onnel Management are beinjc iisked to play sigmitlcant •'participjint J 
roles in Ixelpin^ Co implement. various steps^ and their continueil assistance and 
jcruidance should and will be sougi^t. 




Uiis 

now it is time to act. The ultimate victim of inaction and un faced problems in 
personnel mana;?ement are the Indian i>e*>ple whom tlie Bureau is to ^x^r^-e. Tliey 
have waited lon;r enouf^h for us to move forward. , ^ 

It*lms been a privilefje to work with the Bureau in developinfr the Action 
nan. It represents an even lar??er challenge to be asked to assist in making it a 
reality, 

^ BUKE-MT OK INDIAN AKr.VIRS' ACTTOX FOU X»KltSON NKt. M AN AC. KM EXT 

I^rT•^ovKM£:^*x 

OBJECTIVE A NO SCOPE OF I^t^VN" 




nif nt rather than e^mstitutirix a prx>l»re'm tii itself. 

The rt^Jes and resi><>nsibilities of l>oth inanitsreinent and the personnel func- 
tion are •>ddressed, as are the pro^ranimatxc and ot>eratin;r tasks within tliat 
JTunction. The pbin does not pr«*sume to wver every conwival>le nspe<-t or prob- 
lem area, l^ither, it concrentrates on tliose personnel nKinaprement actions con- 
sider!^ of funclamentiU si^ilicjince ixt thb< time s<^> tluit tlie Bureau thereby will 
be provided with a base for a fully acceptable pro;?r;im in all resipects. 

B.vcKGROtrxn TO Txrn rcKKt> fok iMPROx-EME-irr 

Durinjc ftscrri ve:xr 19TG. tlie nece**sity for a major imj>rovement effort in per- 
sonnel manajjenient In the Bureau was si>otli;^hted i>y- a numl>er of evaluations 
made l>y the Civil Service Commission, tlie I>epartinent's Office of Personnel Man- 
a^^ement, and the Bureau itself- Tlie March I^Tk' l»Ti>, Amercement i>etween the 
Commissioner and the Assistant Secretiiry for Mixna^rement detailed many spe- 
cific initiatives and commitments for both jJie Bureau and the Department, 
primarily in the areas of position classification as well as,-tlie stxiffins: and or^- 
nizational placement of the Division of Personnel Manafrcment. A project mana^rer 

'wa.^call^-ror'and desi^matetl. *-to- coordinate and dir^-r* the improvement efforts* 
thronjrh tlie development and implementation of an. Action Plan. 

The steps outlined in the March 25 -A-^eementTiave J ►een taken, with si^cnifieant 
and continuinjc elTects on the quality of position classification and tlie capability 
of ^Jie Di%'ision of Personnel Manafrement. The rocoinmended Action Plan sub- 
mit te<i Hv tile Proje<-t Manajrer on Septeml>er T. lO^G. analyzed the effects on 
li^rsonnei management in the Bureau of the dramatic events in Indian aftair>» 

'of'rhe pa«5t 8— lO years* and emphasis^ed the developments and improvements 
nee<le<l in the : 

r^€^jxdership role in the Bureau for freneral (internal) manapcement. 
Kvaluntion and communication functions in the Bureau. 
, Conception of -personnel manasrement by managers and personnel staffs. 
Orientation and development of mana;rers and supervisors, 
^lanacrement and operation of the personnel function itself. - 

Specific personnel management areas of Policy development and isssuance: 
>Ianpower planninir : Recmitmetit : Indian intake-and-<levelopment : Qualifica- 
tion standards and determinations : Career development ; Position manaprement/ 
.dass^rfication^ ^ 

^fETTTTOn OF : ;VET.OI»>TE:>fT 

" The primarv basis for the X^roject Manaffer'!=: rewmmended Action Plan of 
September 7 waff an analysis of the individual problem identification/solution 
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ai'U-ussi..UH Iml.l with iu:.i,Jitt..rs ami iH-rs-miu-l ollU-ials tlin»u;?liout the It rc^u 

cU^iVu>^s >n<: rV^^^^^^^ tli^ iiiost basic an,l i^rossiiiff. ami tUus C^) yrc.vicie a 

fAuiuI^Uon wi"lK>«?^%vhich further moanin^ful .lovelopin.'nt iix those othor arean 

IHiriuiT tl»- ft.llowin« ;tl/^ month i>.'ri<«l. manatfi'm^-nt of tho Biire.tu - 

IMstril.uttHl widfly atul rovi,.%v<'il tht* r«H(>nmu.n«hMl A<'Uoa I hitu 
O.mmitteil its*.lf to adopt a IMA Action Plan by iH^HmtH-r^U^ IMiooniv 
Hold Uvo -J-day lH rot-tor's nuH-titiiis a>*'"V»'r» Octolx-r Jf>-^.> . i hooni?^. 
I>"^m^H.r iLi7> to discuss the plan, a«re«-to its sinx-itic content, and adopt 
sin -imnuMiiate priority" fr-amework for implementation T>w-;^i,„, of 

mstMl on extensive individual and jjroup discussions witlim the I>iv .>.ion of 
l>eS Tinel Mana;:eiuont and on .-,>nta*-t,s AVitU Area nirtn-tors, the --P^'^''^^ 
later-tlutn (NTI,) whites and th.- lead*'r/ mrt t.-ipant names apiK>arui^ on the,^ 
Aeti«»n I-hin St«'p i*a;;*-s wero a;iriHtl iukhi. 

STKi'-s TO itK Acx:x>Mrui.siiKn 

A«'«-oniplisIiment of the st>e<-itic actions iiu-lml*.Nl in this phiu will result Jn the 
following; initial improvements: 

1. HsuihHshin;r a woric obj.^ tivcs/ work ptannin;c systein within 
of I'er^onncl Mana;renient featuring <N>tninunic-:ition and c-<>ordination jicro>.s 
itraneh" lin«r^. i--riodif review of pro;rres*; l>einj,' made toward meeting objectives, 
and eontiniiim; expansion and ui»ilatin;r of the work i*lans. ^ > 

^ " I^velopin- more n.eauhifrful statemeTds of the role of each Bmntrh and 
of The iMTsonntd fun*-ti..n a.< a wh.^lc consiit .itiir^ a part of the m-e^h^l conceptual 
••h-in"«' resardins TH*rs4'nnel manajreiiient in tht? Iluro:iu. . , . ^, 

•? l>rovr«lin;r th*- miM-hauism for Kuroauwide C4.ordinatK»n withm the person- 
nel function through .^harin:: of work i.h.n>.. the "lead r.»h'" <t>n<-i-pt r.iul ^^^^^^'^ 
mitin"^";>f r.urf-auwide problem toi»<-s— tlius uvoidinc: wasteful duplication 
of effort and t.'StabliNhin;; a me.-uun-ful team mmle for problem solvinpr. 

4 Improvinir r^rsoimel oin^rations by P-rovi.lin;; immcMliate 

Oei:tr:xl Office ai d Albiunior-ine Kidd ser^-i.•inJ^ oiK^rations. conduetms: teehmcal 
a^Jil?m<Vvisit-s to s^^hn-fnl Area iK^rsonn.-l otlices. and initintin-^ a schedule of 
-^iudi*-^ to in»prov>*-r;i>t>r:it>onal met 1:.m1s and techiUM"*'^ Hur«*:iuwide. 

Kstaldishinu: a planned evaluation pro;?ram within the furution. 

"l. 0!>tainin;? the ros. Miro-s ne*^!«Hl to pr-nliKH^ a sot of »"n»«'^\*;^V.^i-*'Mi?/^t-,f 
Ttnrean maniH.wer n^-ctls for imm^^liate use in <levcloiMn^ re<.-rnitnient an<lj,t-if- 
Hn^ plans, ami. to install a forf-castin^ system providing' lK>riodic- manix>wer 
in f^»rma t i< ►n ti> management for action purposes. 

- Oi.tainin- the r.-s-Jnir.^-s ntHnUsl to develop H p«^»sitive . rec-nx.tment system 
for'the r.urtvm includin;,' a rcnrr..li7:ed inventorj- of I.wlian skills - na tionwide: 
and a *-, ntraliz*Nl list rn;r of Indian Affairs jobs availal>le: j„|.^t^^r..T- 

'\ iK-velopin;^ the bud-et and ct-iUn-^jtistilicajurrns for an Indian int.nke-and- 
development pro;rr:im in the Kureau: as well ^s ttTe application requirements, 

r>ril»li.-ifv means. scr«-<*nint: prm-c.Hircs. XruX seW-tion i.nethods. 

^■'4 V'Jr'd.li-^hiniT a task for<-e to develop a wcrk plan l.-vr ;rrowinsr more Indian 
candidates for technical/specialist ix>sitions fe.ff. cncinoers. foresters, etc.) 

n iSuiTiff IH.liey guidelines on tlie aprdi.-ation of Indian preferences in rela- 
tion to rer*trncturin:r an-l rcadvertizint: i>i>sitions. . , . - . ^ 

C, T<suin;r appropriate ipialitictir ion standards material lor six major typ*---- 
of i>4wiTions includinrr Area 1 >i rector and F^nperintendent. ^„ 

T I>*suin- policv guidelines reprardin- the use of general acceptability con- 
siderations and selective placement factors in detenninmsr el snbility and QU^tli- 
tlcarions for sT>et.-ifi*r va<-ancies- - tt n i -v- -r-to 

5 fondtictins traininir s^^sions T^ureanwide in the use Oi ITandljook X-Tl-S 
for makinir qualifu-ation detemiination-i. 

n. T-H-velopinir a work plan to improve,t7ie use ..f ivromotion i>anel?^ ass^'ssment 
forms and ranklnsr pr«x'e<l a res. 
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iO. HeUnoiiiff updated poUcar snldellxies for txlbol cofcuraltatlon on perm>miel 
selectloiML I 

C, Training and itct:cloj>mmt iUR 12 and G 

3L JDeveXoplAs and condoctizisr rolo claxiflcation and problezn-solTinc; commti* 
nicatiocx worlcaliop^ on x^eraonnel Tnnnnsement, for managers/supervisors and 
persoond BtalSs^ 

Ol>taixiiti^ tJbe re»>urc€9S needed to develop xm orientation cotirs^ for man* 
ascers to general manaiTement principles. Federal icovemment manajprement pol- 
IcieHv Snreaa policies and pro£nrama^ and Indian tribal government and cnlture i 
and cotkductins: sessions Bureanwide. 

3: Obtaining the reg»ourees> ne^ed to develop career gnildelines/ixitliways for 
major typen of management positions 

I>. J^OiHtion, m€in€^ifcm€nt anU classi/tcation (Hit J JA--Dy 

Ismiing policy letter on coordinated budget/mannffement analyslft/per7w>nnel 
procedures to be followed Bureauwide regarding proposed organizational changes^ 
and new i>06itionjH/apgradlngs;* 

2:. I»tming re\*I«ed Manual diapter on-position management and cla^^^dfication 
policieeL - 

3w Preparing wock^iwaavfog' developing several manpower/staffing c^tandards* 

4. l2Mulng poUc^0^vadelih««^on coordinated role^s of budget and personnel 
f unctionH in employment ceiling operations* 

Oondncting supervisory /managerial training in position management and 
the S^ictor £>ralaatlon System. 

G« Providing continuing assistance in position management/claK^Qfication to 
pert^nnel olftces- 

Conducting a Bureauwide potdtlon management/classification conference* 
R Issuing i>osItion elassifl cation guidelines f€»r eight major tyinrs f»f ])OKitions 

including Superintendent and Tribal Ox>erations OfBcer, 

Ih l*repitring work plan for designing n career system for law enforcement 

I>oHitionH, 

lO* Issuing policy statement on construction rates for Wage Grade i>ositionsL 

coMMrrMKrcx ok resottrces 

The manpower resources directly committed to implementing tbis plan include 
a signiticant jiart of the total capability available in the Division of Personnel ' 
Management, participation in four specific tsisks by selected individuals in 
JVrea offices, the use on a temporary projfMjt/pTOdT^ct basis of ontside»8I^ 
resources for four tasks?, and the continue<l assignment of tlie Projec*t Manager as 
l>oth coordinator/director and specified task. i>erf ormer. 

The no*l4\ter- than <XXIL#) dates listed on the Action Plan Step, pages are the 
most realistic ones- possible at this time. -As already indicated, tlie Action I*lan 
fii no way covers all problems in personnel management nor represents the 
total work performed in the function. The realities of the daily **press of btisiness**^ 
and new **priority" demands have been taken into accour*^ as far as i>ossible 
in committing resources and st*tting deadlines in the plan. A szyst^m of monthly 
progress review/plan up<late meetings will be used to provide management with 
status rejwrts anil make appropriate plan revisions. ^ 

ADDmOXAt. ISST7ES CO^'SIDEREO 

r>urjng the review i>eriod of the September 7 irecommended Action l^Iniu the 
additional steps included in the plan were discussed and s^ettlecl as follows: 

A work group has been forme<l to prepare two issnae papers for the Commission- 
er covering tlie topics addressed in Hit G and T* i.e. reassignment of non-Indians 
in relation to Indian preference, and ^outplacemont/legishitive assistance for 
non-Indians. I>ependin)?;.aiPOn the decisions on these issues^ one or both may 
become future parts of tbe^SiCtion Plan. 

Xhe'^est^iblishment of a career, line Deputy /Associate Commissioner (Manage- 
ment) position, to provide ai\ effective institutional focus for internal manage- 
ments was ngreetT' upon. The next step is ^or Bureau top management to stibmit 
a 5<peciiic written jviclcage/proposal to the r>epartniental ' Kxecutive Manpower 
Ttesources Ronrd. 
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Tiv o^Tu^rxbove fs^^^^ up.>n future ,I«.v.4opments and decisions, 

xany become parts of an expniiaeil Action l^lan. 



ERIC 



S' ilcfoaplwsltp/Reiponji^^ " ' .* Placed actual leader , Participant rews 



|Pfi*:ill(PII0V£0PMN3AND«MOT * . ■ ' 
i.''(iwiiainlcal"aii^^ AprJ.lSn i!...,..,... MaicHersctiler ...Other Won, personnel 8$ 

lCoofdiMt8tiininto(asjitiflcebyflttierbranchestoartaollices(^^^ Hm ■.. ....du,..:...., Other perwnnel division branch 



. P^Sr CONDUCT A PERSONNEL MANAGEMEU I EVAiUATION PROGRAM, 
Marc Herscliler.Chiet Branch of PerMnnelManajementEvalyation" 
L;i)ei(«lcpscfiediil«434PM£^tfrbeconkteddu J3n.31,lS?J....^.^'.:r.': ......'j do.... Do. 



iCwdictPME'j : \m .do : Bf^J^f?^^^^^^^ 

, i ' . , . , and other dnijionhi^niDersaJ/ 

V V . - ■ ^ . ' ,\ ■ ' ' ' jjsijneditea personnel office. 

stall as assipi«t 

V'HB-1: DEVELOP ANO START OPERATING A IWNpOWtRfORECASTlNGS^^ i , . « v » 

' ■ . '* ' 
■ ■ PattieiF#am,Chie(, Branch ci Staling and Msnpower ' ' • • " * . 

'* ' . ' \- ' . 

LR(crBit3n4hirelroiii«therajencyfoitl.yfrein);rabNe^^ IrnXm...,.-. ; 'Pattie Ftiljhaii)^ ...Louis BaWe, J^^^ 

: :.diw immediate ballpark numeiical estimates lor Indian intaW^^ ** . Lorent»n,Ai'i«,u>u 

Jiid'(b)dcsi!n and install onsoinj system. , / ' ■ . Z^.^. j ' -t- -i . . 

lObtiifl Wfiiatiofl on anlidpated proiram IrendsM the nert2-3 yr Feb. 28, 19;?..: .>.../.' Pf0)ect leader............ financial manapent special J 

"<,',. / / • ' ' desiinaieo area ano cu. 

• ■ ' ' ' ■" , .\ I J • . ' * ' •■ 

tOetennine specific occupational fieIds,1ype$ol positions sijnito^^ .,;...!..;../. do ;...». J i • 

I Obtain available italistics Ifom computer teiardinj past projected attrit^n, rate's in these tejl, 1977 ^ do Employee data and jompensa- 

■ ■ occiipational fields. ■ ■ ? ' ^ " tionperwnnel.. • . 

IProdKehallparknuineficalestinatesofmanpowerneedsbysipiilica^^ A?r.30;l377 i....,..::...do ^ % 

i.D«jljfl method for capturinj periodic projr3inir.to;niation..,^ - A.iun<30,l977 do To be determined later. 

7. Revise/eipand computer base^cipability .r-.-Wyj r o.„. ••Do. • . 

linstalloperatioftalmanpowrloretjstinisyston) :.^.,0ct3l, 1977.,. :. p uo. 

}. Monitor system pertormance .....„,>..,., ....Dec3l.l977,3nd , do Do. • • 

} . < , ^ ' onjoinj. ' . . . ' 

HR-2: DEVELOP ANO START OPERATING A CENTRALIZED SKILLS INVEfjTORYflNDIAN - • ' * ' \ » 

AFFAIRS JOBS-AVAIUBLE SYSTEM INVOLVING PROACTIVE OWHRECRtiW >A ' ' ,/ ■ ■ « ' ' 

; PattieLfulM thief, BrancholStalfini; and Manpower. _ \ , , • 

IReeroitandliifefroinanoJIierajwcy {on If reimbursable detail) a p'ojett leader to develop Jan.31, 1977 , PattieFuliham Louis D. 

. lalaBureaiipositiwiecruitmertsysle^^^^^ fs ^^ Men, APW;(5C.'.' ■ : 



^iiOetefiiiiMoccopitioiiallieW^ "'"*'"""*"■ [f'^'iiiQ? 

>-5;H^«'sp«'ficwfkpbM^or(j),(b),3nd(c)Jtiov8...;...^^^^ SSiSo 

gltWefntlMadditioMl^ 

p::'v:HI«:OEVELOP^^ OPERWE AN IKOIAN INTAM^DWMENT PRM ; 

' ' li Obtain ifom area officej contplete'invenloiy of liKlian participants in present tfainint'ievelop- Feb. 28, 1977 
^ ' I ■ n»qt pwgfam$ by occupational field and ifa:'e level (incliidinicooperat^ . 
'/to prolesjions, fielt manajement development training and management understudy 

\ I2. OmIo??^*^''''^ '"""^ ^"^ P™^'""^ ^^^^ 

,'V; diifingtlieinterint{i.e.,tlifOtijl) October 1978). ■ , unn'ion " 

; 1 Based on numerical estimates of manpower needs in sijpilicant occupational fields (resulting Apr. 30, m.. 
: * , from lill-l),determineeslim3tedlst-yrcosto( Indian int^^^^^ 



■ : ; <. Develop basic reituirements for program entrance J"" J J/ 

: '5. Oevelop'ptogram publicity and contact network for locatinij candidates 

6. Develop application, screening, and selection procedures. ow- *- 

' , 7. Develop wrk plan (or bringing on board first intake class'by October 1978 .<io 



1 ■ m: mi STEPS TO GROW INDIAN CANDIDATES FOR TECHNICAl^iSPECIAtlST 
■( POSITIONS (l.t, ENGINEERS. FOW ETC.) ' ' . 

' PattieLFulgham, Chief, Branch of Slaflinj&kpower 

1. Establish field task for.e of managers, to meet lor a week in central office in April, to devebp a Apr. 31, 1977 
, work plan together with the CO. directorates concerned (administration; education, tribal ■ 
resources, and trust responsibilities}. 



HR-5:1SSUE PO UOYGtllDEllNESON APPUCATION OF INDIAN PflEFER^NCE(8ESTl!^lCTURlNG 
•■ AND READVIRTISING POSITIONS) , 
" , PiKieL Fulgham,Xhief, Branch ol Staffing and IWanpower • 

L Prefiareandlssulgnidelinesintheform of aspotlightedeipansionand eiplanationof the "area ;Feb. 1, 1977 

of consideration" and "job redesign" paragraphs of w, BIAM'335r^romfltioMfld-}fllern»l ■ :; 

Pfacemenl ' 



:n tp/%iisiliIeollicial/£leMnts ' Planned Actual, ' Leader 



l:DEVaOPpLiFiOATIONSTANOARDS/GOIOELINESfORMAJORTYP£$OFWSlTl^ 
Fitlie Fuliham, Chief, Sranch of Staffins and Manpower 
t Determine whether X<118 qualification stsidards are soibbie as is for the following Bureau 



: : • GS-inS: vocational development spedalii Jan.;irlM^ Marlee Benecke......... 

■ • : . GH50: Tribal operations officer (coordinated timewise wiiii classification's deasion re Feb. 28, 1971 Joyce Branch 

series). ... . ' ' 

' . ■ (If net in either case, develop appropriate oualilicationmatDriai in consuib^^^^ 

'.1 Develop draft qualificatioii standards for the following positiop^^ ^ . , . .„ 

■ . «Policenian(e)(ceptedst3ndard) do Dennis We, staffing 

V , V spec, Aberdeen. 

■ . (»■301:Areadirector(sin!I^a^encystandard) k Wijam Finale, area- 

director, Sacramento • 

' ■ GS-3W: Superintendent (slnjle-ajency standard) (coordinated infowise with classilica- .....do. JS'''")' '^"^ 

tion's guideline). ' ^A^'sT' , 

' Ml: Il0(isin|developraentoflicer(singlfrajencystandard;coordinatedtiraewi5ewith .....do RictiardSialer, personnel 

■classification's guideline). „ offiMr.Alupqye. 

. .'.1 Obtain cornmenb on atwvejdraft standards from appropriate central office program olflaals. .. Mar. 15, 1577......; Joyce Branch 

: • i Malie informal contacts on drafts with Department and CSC Mar.31, 1977..,.. d^. „ — 

: i.Send drafts to areas, unions ^nd tribes fcr comment..-. do .'..jo- 

• i ltoivo comments back In central office May 31, 1977 do 

7, Revise as necessary: send final standards to Department/CSC '. June 15, 1977 do 

8. ObtainDepartment/CSCapproval July IS, 1977 ; .do 

.9. Solicit reeommendalions from areas forany additional qualification standards needed July 31, 19/7 do 

V HR^: IMPROVE PROCEDURES FOP OmiNING EllCm 

SP«VACANCI£S ^. . 

, . Pattie Fulgham, Cbinf, Branch .cfWng and l^anpcwer ■ 

L Prepareandissaepolicyguidelinesorigeneralacceptabilitycoflsideraiionja Feb.28,1977 do. . — 

ment factors-in,the form of a rev'.sicn of the Qualification Determination of A^^^^^ 

Positioftsin BIAOToandanexpansionoftteoetermintngBasicBipty ^^^^^ 
' BIAM335,PromotionandlnternalPlacemenl-tobeusedininno«ncingandfillingvaM^^^ .'• ■ • 

ZDeveloptrainingprograminhowtouseliandbookX-llSinmakingiiojtltt^^^^ .do....... 

-3.identiVand select 8-lflinstructors(slallirppec^^^^^^^ Apr.30,19J.............. attieFugham 

■ 4. Train instructors by conducting a pilot session in central o'fice..... May3l,J977 — — Joyce Btincii 

■ 5. Oevelop-iihedule of bureauwide training sessions and use :f the instructors ....do.._ ..do. — 

i t Monitor and evaluate several sessions........ June 30, 1977: . — •-• 

■. 7, Obtain recomnendations'froni areas on revision/improvements needed in use of promobon July 31, 197L-...^.. Mariee Benecke 

::: panel; assessment fdriw and ranking procedures in WBIAM 335. , r Jul j' 
-I'tOevelop-work plan to accomplish above revisions/irtiprovements....: MU.J^. .« . — 



HUMM^^ fORTRIBALCONSULTATION ON PERSONNEL 

' , SELECTIONS, , . 
. v : pjitieW8liain,Chi«tBf^ 



•■' lOiia jaideliiiBstJteineDt...-. — ■•"•"•-""rr^^^ fm"" ^"^o^^tlZ James Canan, AD, or' Anjoii Ba- 




Einoi«tt CimeroMiliniiiistn' 
' tion ofRcer, Minneapolis; Ed 
;: McCabe, superintendent 
Nirtjo. 

■ iMiertijilraftiDidelinestoaiea^ UDiofts,andtibe$for(oninienL • do""?'"";;i • 

■(■|.:llwlveconini8nts tack in ceny office — • J '/'j^J'; • ""^J...... 

■iftepa^andissuefinal-iiidelifles J^^^^'F " 

M:£STABUSH IMPROVED . ^ 

James OeFrance, Chief, Blanch olteilication ' I' ■ 

t ioiiftpiiblettercoiaaining W^^^^ and analysis procedores lo be, followed - Jam" OeFnince„...... 

■ • buide on (a) proposed orpnizational changes and (b) proposed 

/'■■^ rtHnwIving coordinated review ■ ' 

h&i^pesofjiislita^^^ iwiMfln do 

.■'ZOttainW rfiewandcominentsondrafL..^ J^- : 

riffinco-tsfronareadiwtors^^^^^^ - • ,^ ^IZZIZ 

•■'■tlssiielinalpolicyletter.and^tartoperatingaceordinj^^^^^^ V-J-V'7:vr ^7 GeSra 

' 1S3 isue revised BIAM chapter covering position management and ctafication „„.do „ wne Aoanis 

, ,; poides(e.j.iiseofevali)ationst3tenients,cyclicaudiloperatic,is^ ' ; • 

■''■V^HR-UB: DEVELOP IW^^^^ ; 
L ^ EMPLOyMENT CEILING OPERATIONAL PIJOCEDUR^ " ; 

James DeFrance, Chief, Branch of Classification ■ . 

I Review submissions from' area.oflices re manpoweristalfing standards needed j(3ttachment 3 Jan. 31. 197;..„....-..-. ^Bill Fwlong. U, ll 

^-iSl!'^ Feb.:3.19;7...-....„-., ..Ji^iE.- 

;/ intniplflynientceilinjoperationsMonto^ : 0 ' 

•WCONTINIIETOPROVI^ " ' 

MANAGEMEKTTO THE FIELD . ' • • ^ . ; , . . 

j3nesDeFrance,Chief;BranchofCto^^^ 

■ICondoctmodels^^^^^^ 

1 and factor evaluation system (FES); and malte course c^^^^^ 



Time(NLT) 

' J. 



■ •' ' ■ - ••*' ' . / ^ --pbieT''^ Aclual Leader' Pai^jieipanlm^ 



— ^ — — 

;jl-UC:COmETO provide™^ «.. . 

^■l*!yite:coiaiiiiii Feb,28,1377fi^ Gene Adams......' 

: j'i ''.'", . / • ' . /ongoing. ,. , ., 

:-5^ ':i H«lp jeleded area offiew with position ciassifcation opwtions, e.g. Billings and Pte Mar. 31, 1971 and Branch staBinembers. 

V\'^'':-'-{jeeP%^ -.:':',.,/ ongoing. '■ ■ 

. : '.(. PaiticipatSitn tKlinical assistance visitf to Alboqut'iiue field personnel office and Musltogee Apr.30, 1977 „ Do. 

■;: area W. (see PF-<). : ; . »„„«' , « 

f^^m k and conduct boresiiwide pwilion managemefll/classitotion conference (review May 31, 1977. James OeFranee Do. • , 

^v'-'/JIMieflto^ 

assistance, etcj^^ ' ' 

M^^^fe CONDUCT AND ' 
cMy AWINMION STUDIES AND PI}OJ£(:rS 
4i$ OeFranee, Chief, Branch of Classification 

^ ' 'i Vocitioial developnitflt specialist (SS-1715: Issue position classification guideline firming up Jan.31, 1977. .'. — Bill Furlong.^,. 

ose of G$'I715.series and provi^ V 

■ . " 2. Educational aids and technicians Issue position classification guideline providing Eel). 8, 1977 Fraiilt DeKona and , • 

'. ' '/'' :: grade level guidance for nonsupervisory positions, and ' Generlatt: 

' ' I Wige grade jobs; Review policies, and procedures related to cosstritction rates, and issue do Wanda Bynn, 



Unbtl operations officer GS-301/9S0: Coordinate with qualifdio^ Bill Furlong and ^ 

' tense of GS'9S0 series, and issM position ctassificatioA guidelines. 1977. Frank DeKona. ^ ^ ' 

■ IHoiisiflgdevelflpnieiitoflicerCS'llOl:^^^^^ GeneAdams 

' . liflb for dassification by cross-referencing 1977. 
staiidard pro ect (HR-8) for July 15, 19^^ 

: jy engineer GS<elD: Continue study to determine if Bureau of Public Roads' classification Mar. 31, 1977 ..■.:-:;.'.:...Tdo..........7.'.i». ' . 

.V/zii-jDidelioeisappfa^^ — , 

v'^r 'devclps^^^ ' . . . * "j ' 

. ■.. '']. law enforcement positionsifrepare detailed work plan for designing a career system covering ' jt, do . . , 

gDardipdicetnen.c'etedves.andcriniinalinvestigators-indudin^ 
' • ^ and reiationships with other law enforcement bodies (i.e. FBI. SW^^ 

Wies). ' , " . , ., ' : . . J ■ 
; V Social wofl(er$G^lS5:.Prepare and issue ifcsito do KurtStande. . , 

levetdistinctions. ' , . ■ . \, ' ' 

%l 9. Teadief$fiS-171fl: Prepare and issue restatement of classification'guidelines re GS-9 journey- Apr. 30, 1977...„ „.... Bill Furlongand Gene . 

(lanievel versus Sj-llniinsupervisory positions, including mod ; Piatt ; 

10. SupefintenkGS-340: Continue lo prepare guideline fore W ' ' rt^A ,' « v 

% Sendredraltbasedonfieldeon!nents.outtofieW..;..-. Mif.3U977 „.yiiVFrjnk DeKona'.... — Branch staff members. 

/"Obtain field commenlS'batk in central office-. '..May 15, 1977... „„,..;.. H\i.y. — 

lss«efinalguideline.„;,.-. JuneSO, 1977.. , 



P OmiOP AND COfiDOCT COMiNlCATl^^^ 

I'v' \ ; ^ MANAGEMENT^ , ^ , "' ' ' ' 

lombpwwkshopWandprepareintoldnftrf^^^^^ J«UU577... r-y'~^ 

|t-|le(in»fpflMtandjoi!!ewith belpol o«tsidcmo«rce.„„..l:.:.. M m.^ ' -A ^ gjy ^ ; 

^;»tetandpji^e#lidpflf3ara U....... Ma^3lW.:,.,.............-..... :.do... 

i'-'ll: ■ ; ■ ■ ■■ ''I;, ■ : . ', ■ . • . ^ , , ' - ■ menli 
'Odwtifyafldje^^^^ "••••7"t"K77 'sAVnhrn S\mii"APM Jj 



;t;Dewlop initial schedule of wridiflpj and iijeoffaolit^^ : ;.,.......do. , """ ''"^ K'K 

7. Mon'torand enluale several worluhops - ^1 31. 1977, and ......do. - son m*™*"- 

onjflint ' 

DEVaOP and START CONOUtTING MANAGEMENT ORIENTATION FOR MANAGEiS 

Douglas Habel, Chief, Braachol Employee Oewlopment • . 

do MLorentzen 



X;jdei4'fyands8lectanfliitsidefesottf(fepetson/flfp^ — "-jJ"- BELnienL 

rOWainprodBctfroinsanie'..; ....... : r-f ^5 'S?' """J T 

4. IdenltfyiDstruetof! and jetlhent trained...: - - ^..mtx,wi — . jo 

i^DevHopsdiedtileofOfientalioftsessionsandiBeofiiist^^^^ flo.-. »....- op \wmw, 



^ Monitorafldewltateseifeialjessioas. ■'"ly]!- 137), and 

v;. . oii[Oil)g. 

■WB: OEVaOP CAP GUloaiN^^^^ 

, / " .. POSITIONS 

i;' / PattieFiil^^^ 

■■l'Recniitafldhifeffon.anoth^^ ...Jattie F#8ni.......... Louis 

' - Indude: Determining sperilic types of manapentpti,^^ «rffl,wu , 

intendeiLitc.) which will be dealt with; obtaining datfon career pathwavs which present 
iocuflibenB'of these positions have followed; developing draft career guidelines/pathways; 
■lendinj^fts to appropriate managers and obtaining comments; rWisingas necessary with 
help of manager force and issue in filial. 



HR-8 



HR-10 



HR-12 



G-5 



Aberdeen 

Albuquerque. 
Aiudarko...- 
■ Bilfings „ 

Muskofiee..^ 



Staffing spec ..^^ 
CPol icemen)^ : 



Navajo 



Minneapolis.. 

Jufieau . 

Phoenix. * 



Portland...^ 



Sacramento 



Richard Drapeaux. 

Robert Walker 

DanSahmaunt — — ^ 

Atonzo Spans Anson Baker, 

superintendent 
, ^ Frank SapoliK. 

tnbal ops, . 

officer. 

Otto Karl Weaver , ....r Ed McCabe..^ 

su perrntendent. 



Dan Ross 



RonToyal 

Herman Lewis* 
Bill Baby. 



AI NordwafL 



, P.O, (Housing 

development 
oflSce>. 

^.^ Acting A.D. and 

superintendent 
Northern Idaho 
<$operin-- 
^ tendent). 

Charles Toyebo A.D. (area 

director). - 



Curt Getogamah^ 



Ed Rondeau, 



C. L. Henson 



To : Division of Personnel Manas^naent Branch Chiefs* 
Krom : Project Manager. 

Subject : Meeting tomorrow" on Action Plan Step formats- 

Here is your complete set of the subject formats, as worked up with your fine 
cooperation in our individual meetings during the past few days. As assembled 
they cover 

The PF steps concentratinf: on the personnel function itself. 

The mt steps (1-5, S-10) in the Staffing and Manpower area (HR G-i are 
beinfc pursued separately from the Action Plan ) ^ 
HR 11 ( A-D) in tlie Classification area. 
Hit 12 and G 5 in the Employee I>evelopment area. 

Please look them over so that at our 0 :00 a.m. meeting in my room tomorrow 

we can;: ^ * / , > * ^ * 

I>iscuss an* come to a mutual understanding of the PF activities which we 

are all part of*- ^ 

Highlight alL. other elements needing coordination between .two (or more) 
Branches; some of the obvious ones have been cross-referenced^ but there may 
be others we have missed. - . - . * 

Zero in on how the distribution amon^: the Areas for Action Plan participation 
has cume out — bv tomorrow morning Fll have a chart on this for xi^ all to look 
at-_ And then decide who will make. which calls to what Areas next week^ to 
check out avaliability- ' - ^ i^ 

Make^.any final changes/additions/deletions in the whole package-: specxncaiiy. 
Til bring up the matter of 5 — ^r>evelop caxeer guideli^es7pathways for major 



types of ;management positions*' which got lost in the shuffle I 



PAXn. IjORE>'T2EN'* 



ACTION PLAN STEP PF-1 AND .PF-2: RESTATE THE ROLE OF THE PERSONNEL FUNCTION AND ESTABLISH A 
\ : PLANNT^NGTWORK OBJECTIVES SYSTEM WITHIN IT 

RESPONSIBLE OFFICIAL: MARC HERSCriLER, CHIEF.BRANCH OF.PERSONNEL MANAGEMENT EVALUATION, DEC 31. 
" ' . 1976* ... 



Time (NLT> 



Elements 



Planned 



Actua? Leader 



Participant resources 



ERIC 



Schedule, select site of, and prepare agen* 
da for ist personnel division 2* to 3-day 
oftsfte communcation meeting for prob- 
lem identification, interfunctionai co- 
>-ord nation, and work objectives build- 
ing. 



Jan. 7, 1977 



J Marc Herschler 



Doug RabeL Psul 

:• Lorentzen. 
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ACTION PLAN STEP PF-1 AND PF-2: RESTATE THE ROLE OF THE PERSONNEL FUNCTION AND ESTABUSM A; 

PLANNING/WORK OBJECTIVES SYSTEM WITHIN JT— Continued 

RESPONSIBLE OFFICIAL: MARC HERSCHLER, CHIEF, BRANCH OF PERSONNEL MANAGEMENT EVALUATION,] 
r - V ^ DEC. 31, 1976 ^ • ' 



^me CNLT> 



Elements 



Planned 



Actual Leader 



Participant resources 



2*. 'Hold personnel division o^ite meeting Jan. 21, 1977 

wth director of admtnistratton^ chief 

eersonnel officer^ assistant chief, and 7 
ranch chiefs in attendance — resuttinf 
in list of operational problems and pos- 
sibte^wsys of solvinc them, 

3L. Prepfire individual branch work objectives Jan. 31* 1977 

and work plans incltsdtng resources 
needed Cvnonetary, travel, sp3ce» eta> ' 

4. Prepare individual branch revised state- Feb. 28^ 1977 

ments of function and revised state- 
ment of function for division. 

5u Develop the ongoing personnel division Mar. 31^ 1977 

planning/work .objectives system pro- 
vidin^ for pieriodic communication 
-meetings, measurement of program 
progress^ appropriate revision of work 
objectives and plans, etc 



Paul Lorcntzci^ 

<facilItator> 



do 



^zch branch chiefs 
Do. 
Do. 



ACTION PLAN STEP PF-3t PROVIDE BUREAU-WIDE COORDINATION WITH PERSONNEL FUNCTION 

RESPONSIBLE OfRCIAL; MARC HERSCHLER. CHIEF. BRANCH OF PERSONNEL MANAGEMENT EVALUATION. DEC* 31, 

1976 



1* Establish and implement concept of "lead 
roles'* in speci He areas of the personnel 
func^on, by area office, based on offices'' 
' interests and concerns <see PF4> and to 
avoid duplication of eltorts. 
- 2. Establish a commumcation network within 
■ personnel function by <a> sharing all 
personnel division worKplaos with area 
personnel offices; <b> through **lead 
role"'concept» informing area offices of 
major developments throughout Bureau 
in all functional areas: ^nd <c> using 
normal telephone contacts for keeping 
: abreast -of problem identification and 
resolution. 

3, Preparefor and cortduct periodic personnel 
. officer meeting during 1977 on -:;>ecific 
functional topics (with those functional 
. chiefs ettending>, using "lead role"" 
' concept to develop ajfendas.. 



Mar. 31. 1977 L - Marc Herschler 



Apr. 30,1977 do. 



Other personnel • 
division branch" 
chiefs. 



Do. 



Apr. 30,1977 
Aug. 3U 1977 
Dec, 31,1977 



.do- 



Do. 



ACTION PLAN STEP PPr.^ IMPROVE OPERATIONS AKD WORK METHODS WITHIN PERSONNEL FUNCTION 

RESPONSIBLE OFFICIAL: MARC HERSCHLER. CHIEF. BRANCH OF PERSONNEL MANAGEMENT EVALUATION, DEC 31. 

^ ' 1976 

1,- Assist branch of personnel services. CO, in Jan. 15, 1977 - Marc Herschler Chief, ^rajS^o^.;^ 

<a> responding to and taking actons on ^ personnel services. 

- the CSC evaluation report, and (b> Jam- 31. 1977 do uo. ^. ^ 

identifyins %tfork areas/methods in need 
of improvement and developins a plan 

for accomplishing same. . 

^ Obtain list from area offices of Ca) im- do *^*do — do *- 

proved operational-.ntethods/techniques 
each is usirt^ and ^b> operational 
problem/concern areas in need of im- 

3. D^Sop^^wfk pUn'for conducting rm- Feb. 28; 1977 < .. — -do ^ Branch of PMG staff 

proved operational methods/techniques ^ memDers, 

> studies and institutin£ such improve* \^ 

4. Co"SIdijrt^re3mi'(^ visits to Apr. 30, 1977 ...do, 

Albuquerque field personnel, office and ' . *^ ^ilUf 

Muskogee area personnel office* assi^neo* 
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ACTION f^LAN STEP PF-5: CONDUCT A PERSONNEL MANAGEMENT EVALUATION PROGRAM 
RESPONSS5LE OFFJCIALt MARC HERSCHLER. CHIER BRANCH OF PERSONNEL MANAGETilENT EVALUATION; DEa 31. 

1976 , 



Time <NLT> 



EleniefTts 



Actual Leader 



1. Develop scbedule of 3 to 4 PME's to be 

conducted during 1977— consideiins 
possttMlit/ that some may become more . 
ofieoted toward assistance visits than 
> strtctt^ evaluations. 

2, Conduct PME's 



Jan. 31,1977 Marc Herschler., 



Participant resources 



Other personnel 
division tKancti 
chiefs. • 



.do- 



Branch of PME 
staff members 
and other division 
members as 
assigned ; area 
personnel ofRce 
staff as assiened* 



ACTION PLAN KTEP HR-1: DEVELOP AND START OPERATING A MANPOWER FORECASTING SYSTEM 
RESPCNSIBLE OFFICIAL: PATTIE L. FULGHAM. CHIEF, BRANCH OF STAFFING AND MANPOWER. DEa 31, 1976 



U Recruit and hire from another asency Jan. 31.1977 Pattie FuUham.. 

<on l-year reimbursable detail) a project 
leader to <a> produce * 'immediate t»]t* 
park** numencal estimates for Indian 
intake and jleyetopment proeram*. and 
<b> destfin^n<tlrnstall ongoing system. 

2. Obtain information on anticipated pro- 
gram trends/levels the next 2 to 3 years. 



Louis D* Bayhylle, Jr^ 
Paul Lorentzen* . 
APM. CSC- 



Feb. 28. 1977 Project leader Rnancial manage- 
ment spea alist, 
designated area» 
and CO managers. 

occuiMti'onal fields/ Mar. 15, 1977 _ -.do.. 



3. Determine sl 

types of positions "sinnthcaoL*" 

4. OtJtain availat>le statistics from computer, Mar. 31, 1377 

regarding past projected attrition rates-- 
in these occupational fields. ^ 
5* Produce **ballpark"' numencal estimates Apr. 30,13/7 
of manpower needs , by ••significant"' 

6. D^Si'*^methid*'?o^ capturing periodic June 30, 1977 do To^bedetermined 

program information.- j 

7. Revise/expand computer base/capability Aug, 31,1977 --do. 

a. Install operational manpower forecasting Oct. 31,. 1977 do 

9. Monrtorsystemperfot^nccV-i- Dec* 31, 1977 « do 



do Employee data a nd 

compensation 
persoonel^ 

do ^ 



later. 
- Do. 
Do. 



Do. 



See footnotes at end of table. 

ACTION PLAN STEPHR 2; DEVELOP ANOSTARTOP£RATING A CENTRALIZED SKILLS INVENTORY/INDIAN AFFAIRS- 
JOBS- AVAILABLE SYSTEM I NVOLVfNG PROACTIVE, OUTREACH RECRUITMENT 
RESPONSIBLE OFFICIAL: PATTIE L. FULGHAM, CHIEF, BRANCH OF STAFFING AND MANPOWER; DEC. 31, 1976 



I. Recruit and hire from another agency (on Jan." 'SI, 1977 
l-year reimbursable detail> a project 
leader to devefoo C-»> a Bureau positive ^ 
recruitment system^ Cb> a centralized 
Indian affairs iobs avartabte listing,, and ^ 
(c> a centralized Indian skills inventory, , 

2- Determine occupaVonat fields to be con- Feb, 
centrated upon. 

3. Prepare specific .work plans for C^X <bX Mar. 

and Cc> at)ove^ ^ _ ,«-t^ 

4. Oelermtne addition^il statf (numbers and Apr. 30,1977 

kinds>neoderf.toaccomplish.workplan$: 
recruit and bire on reimbursable .detail 
, basis. . 



28, 1977 

31, 1977^. 



Pattie Fulgham Louis D« Bayhylie, 

Jr.. Paul Lorent- 
zen, APM. CSC. 



Project leader 

do 

do 



ACTION PLAN STEP HR-3: DEVELOP AND OPERATE AN INDIAN INTAKE AND DEVELOPMENT PROGRAM 
RESPONSIBLE OFFICIAL: PATTIE L FULCHAM. CHIEF, BRANCH OF STAFFING AND MANPOWER. OEC. 31. 1976 



1, Obtain from area offices complete inven- 
tory of Indian participants m present 
tramins/development programs, by oc* 
cupational field and ^rade level (includ- 
ing cooperative education, bridge to 
professions, field management dev^'op- 
mertt training, and management under* 
L study programs)^ 



Feb^ 28, 1977 



Pajul Lorentzeh Employment develop- 
ment speci frcations. 
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ACnON PIAN STEP DEVELOP AND OPERATE AN INDIAN (NTAKE AND DEVELOPMENT PROGRAM— Con. 

RESPONSIBLE OFFIClAU PATTIE L- FULGHAM* CHIEF. BRANCH OF STAFFrNG AND MANPOWER. 
* ■ DEC 31. 1976 — Continued 



TIme<NLT> 



Elements 



Planned 



Actual Leader 



Participant resources 



2- Develop SoideliQes for improved Bureau- Mar. 31, 1977 : do..- rflS^^^ 

wide utilization and coordination of S^^i^^S^ia^h^^ 

- these program? durins the •'interim"; mentspeciiicaiions. 

t.ew thfoufi^ October 1978. _ j c ^^^^i^t^^^^o^ 

3. Based on numerical estimates of man- Apr. 30,1977 do ^''I^i^?iJ2?.^f^n* 

power needs in --stEnificanr* occupa- mentspecifications, 

tional fields Cresultioe from HR-IX de- < ^ 

termire estimated Ist-year cost of In- 

dian tntake and development program ^ c* 

tor bud^ and ceiling justifications. . m t 

4. Develop basic requirements tor program June 30,1977 do , Werceoe* Lewts. 

5- DmcSopprogram publicity and contactnet- ^ SepL 30, 1977 —do . ^^^l ^^^^^ 

work. tor locating candidates. . m Jll^— i 

6- Oeyek>p application, screening, and selec* Dec 30, 1977 do Mercedes Lew.s. 

7- D^ISopwk*pian for bringing onboard 1st do — do '^^'^flrirfT* rfl?^ 

intake "ciass** by October 1978. 5^S?opinent 
' , , specifications. 

ACTION Pt-AN STEP TAKE STEPS TO CROW INDIAN CANDIDATES FOR TECHNICAL/SPECIALIST POSITIONS, 

I.E., ENGINEERS, FORESTERS. ETC- 

RESPONSIBLE OFFICIAL: PATTlE L. FULGHAM, CHIEF, BRANCH OF STAFFING AND MANPOWER, DEC. 31, 1976 



1. Establish field task forest of 4 to 6 managers 
to meet for a week in central office *n 
ApriL to devtiop a work plan together 
with the CO directors concerned <ad- 
mintstratiofi, education, tribal resources, 
and trust responsibilities). 



Apr. 31,1977 Mercedes Lewis. - 



. 4 to 6 area office 
managers per 
rtomes provided m 
item 14 of **Man* 
power resources 
for action plan 
implementation** 
pages. 



ACTION PLAN STEP HR-5: ISSUE POLICY GUIDELINES ON APPLICATION OF INDIAN PREFERENCE <RESTRUCTURING 

AND READVERTISING P0SITJ0NS> ^ 

RESPONSIBLE OFFICIAL: PATTIE U FULGHAM. CHIEF, BRANCH OF STAFFING AN D.MAN POWER, 
- DEC 31. 1977 



I. Prenar^and issue guidelines in the form 
of a "spotlighted" expansion and expla- 
nation of the *:*area of consideration" and 
**iob redesign'' paragraphs of 44 BIAM 
335, promotion and internal placemenL 



Feb. 1, 1977 



^ Marlee Benecke.—. 



ACTION PLAN STEP HR-8: DEVELOP' QUALIFICATION STAN O A ROS/CU IDE LINES FOR MAJOR TYPES OF 

POSITIONS 

• RESPONSIBLE OFFICIAL: PATTIE U FULGHAM. CHIEF, BRANCH OF STAFFING AND MANPOWER. 

DEC,3U 1975 

ji : fcl 

1. Determine whether X-118 qualificatJon Jan. 31, 1977 .J Mercedes Lewis.— 

standards are suitable as is for followmg Feb. 28, 1977 Joyce Branch 

Bureau positions: GS-1715, vocational 
development speciahst; and CS^dSO, 

' tribal operations officer Ccoordmated 

.tJmewisc with clatiistrication's deci$»on - r 

re series). If not m either case, develop 

t' appropriate qualifif^attcn material in con- 
sultation with CSC^, _ *■ ♦ " 

2. Develop draft quahrtcation standards for do Staffing speciairst 

followrng. positions: GS-08% policeman do Aberdeen AU, ^; 

<e«epted standard): CS--^!. area di- do Ssciamento , 

^ rector-<singIe-aFency standard): CS-340, do o ^ ' x 

- superintendent Csingle-agency-standard); Portiano, ano 

Ccoordirated inf ormationwiiBe with ct^ssi- - — superintendent 

' fica:ton*s guideline); and GS-1101, hous- Idaho 

ing development officer C«-^a standard) 

<coordinatedtimewise with classification's • PO. Fhoenix. v 

guideline). ^ - 
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ACTION PLAN STCP HR-3: DEVELOP QUALIFICATION STANDARDS/GUIDELINES FOR MAJOR TYPES OF 

POSITIONS — Continued 

FECSPONSIBLC OFFICIAU PATTIE L- FULGHAM. CHIEF. BRANCH OF STAFTING AND MANPOWER. 

DEC 31. 197^— Continued 



Elements 



Time <NLT> 



Planned 



Actual '-Leader 



Participant resources 



Mar, 



3, Obtain comments on above draft standards 

from appropriate CO program officials. 

4. Maice informal contacts on drafts with 

Departm«nt and CSC, 

"S. Send drafts to areas, unions,, and trtt>es for do ^ 

comment. 

6. Recerwe comments back in CO-,^ May 31,1977 do 



Mar. 15.1977 Joyce Branch. 

31/1977 do 



-do. 



7« Revise as necessary: send finaf standards 

to Detwtment/CSC 

Obtain Dep ar t m e n t/CSC approval 

9. Solicit recommendations from areas tor 

any additional Qualification standards 

needed. 



do. 



June 15,1977 do. 



July 
July 



15.1977 --..do, 

3U1977 do_ 



ACTION PLAN STEP HR-9: IMPROVE PROCEDURES FOR DETERMINING ELIGIBILITY AND QUAUFI CATIONS FOR 

SPECIFIC VACANCIES 

RESPONSIBLE OFFICIAL: PATTlE FULGHAM, CHIEF, BRANCH OF STAFFING AND MANPOWER, DEC. 31, 1976 

1. Prepare and issue policy guidelines on gen- Feb. 28,1977 : Joyce Branch 

erai acceptabtltty considerations and 
selective placement factors^ In the form 
of a r^ision of the ''Qualification Deter« 
minatton of applicants for positions in 
BIA" memo and an expansion of th« 
**DetefmininK basic eligibility" para- 
graph of 44 61AM 335, promotion and 
internal placement — to be used in an- 
r»ounctns and- fitltne vacancies. 

2. Develop training program in how to use 

handbook X-118 in making qualification 
determinations, 

3. Identify and select 8 to 10 instructors 
<starfine specialists). 

4. Train instructors by conducting, a pilot 
session in central office. 

5« Develop schedule of Bureau^wide training 

sessions and use of the instructors. . 

6. Monitor and evaluate several sessions June 30,1977 do 

.7. Obtain recommendations from areas-' on -July 31, 1977 Matl^ Benecke.^, 

revision/improvements needed in use of 
' -promotion panels,, assessment forms^ - . ,yi 

and ranking procedures in 44 Bl AM 335. . 

8* Develop work plan to accomplish above do,* 

revisions^mprovements. 



Mar, 31, 1977 r do. 



Apr. 
May 



30,1977 . ^ Pattie Fulgham 

31, 1S77 1- Joyce Branch 



-do. 



.do- 



ACTION PLAN STEP HR-lO: REISSUE UPDATED POLICY GUIDEMNES FOR TRIBAL CONSULTATION OF PERSONNEL 

SELECTIONS , — 

-RESPONSIBLE OFFICIAL: PATTIE FULGHAM, CHIEF, BRANCH OF STAFFING AND MANPOWER, DEC. 31, 1976 



1. 0raft^idellnes statement Feb. 15,1977 - Joyce Branch 



2. Have draft reviewed by CO management 
. and revise/refine with the help of field 
' task force. 



Mar. 1. 1977 



3, Send resulting draft guidelines to areas. Mar. 15, 1977 do. 

unions, and tribes for comment. , 

4, Receive comments back in ceirtral office — May 15, 1977 . do. 

5, Prepare and issue final guidelines June 30, 1977 



.do,*- - Anson Baker* Bill- 
ings; Frank Sol bit k, 
Muskogee; Ed 
McCabe, Navajo On 
, central office). 



.do. 
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ACTION PLAli iSTEP HR-llAz ESTABLISH IMPROVED POLICIES AND PROCEDURES FOR POSITION MANAGEMENT 
\ AND ORGANIZATIONAL STRUCTURE 

RESPONSIBLE O FFI CI ALx JAMES DE FRANCE, CHIEF, BRANCH OF CLASSIFICATION, DEC. 31, 1976 



Time <NLT> 



Elements 



Planned 



Actual Leader 



Participant resources 



2. 
5. 



Draft policy letter containing **f rant-end" Jan. IS^ 1977 James DeFrance. 

submission and analysis procedures to 
be followed 8ureau«wide-on Ca> pro- 
posed organizational changes, and ^b> 
. proposed new position/upgrading — in- 
volving coordinated review by budget^ 
management analysis, and personnel 
functions; types of justification docu- 
ments needed,! etc ^ ^ - 

Obtain CO review and comments on draft, Jaru 31, 1977 do 

Obtain comments from area directors Feb. 28,1977 do ^-^ 

issue final^IicyJetter and start operatmg Mar, 15,1977 do 

accordingly. / * , ^ * 

Prepare and rssiie revised BIAM chapter do G|sne Adams 

covering portion management and clas- 
sification policies; e.g* use of evaluation . 
statements^ cyclic audit operations, etc 



ACTION PLAN STEP HR-llB: DEVELOP INITIAL MANPOWER/STAFFING STANDARDS AND IMPROVED EMPLOYMENT 
/ CEILING OPERATIONAL PROCEDURES 

RESPONSIBLE OFFICIAL: JAMES DEFRANCE, CHIEF. BRANCH OF CLASSIFICATION. DEC. 31, 1976 



1. Review submissions from area offices re 

manpower/staffing standards needed 

. (attachment 3 of Phoenix meeting 

report)/ 

2. Based tbereon, prepare work plan for de- 

veloping several pilot manpower/staffing 
^..,-^landard projects, including the GS-2C0 
field- 

3. Prepare and issue^ policy gmdehnes on. 

cootdtnation between budget and per- 
sonnel functions in employment ceilinR 
operations and on using the flexibilities 
of the3ystcm. 



Jan. 31,1977 ..J. Bill Furlong M.R. & E. 

■ ) - 

Feb, 28,1977 do do 

June 30,1977 do.. - Financial manage- 
ment. 



ACTION PLAN STEP HR^llC: CONTINUE TO PROVIDE TECHNICAL ASSISTANCE IN POSITION CLASSIFICATION/ 

MANAGEMENT TO -THE FIELD* ^ 

RESPONSIBLE OFFICIAL: JAMES DE FRANCE. CHIEF, BRANCH OF CLASSIFICATION, DEC. 31. 1976^ 



I* Conduct -model supervisory training for 
martagers and supervisors in centra! 
office, in position management and 
factor- evaluation system <F£S>; and 
mal^e course content available to area 
offices. - - 

2. Provide contmumg assistance to Aberdeen 

personnel office Cevery other month). 

3. Help selected area^oftices with position 

classification operations; e,g.. Billings 
and Phoenix. 

4. Participate in technical assi starve visits 

to Albuquerque field personnel office 
and fUJuskogee area PO. CSee PF4-> - 
5- Prepare for and conduct Bureau-wide 
position management/classification con- 
ference <rev7ewf^tfectiveness of guide- 
lines and procedures^ facilitate inter- , 
-change of ideas on position management 
operations in area offices, identify^ 
further work areas for oolrcv and tech- 
nical assistance. elc.> (See PF3,> 



Jan. 11. 1977 Gene Adams. 



Feb, 
Mar. 



Aipr* 
May 



2S,1377i do 

31^ 1977 < - T Branch staff 

membefs, 

30, 1977 . , Oo, 

31, 1977 James DcFrance — Do, 
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in.-TION PtAN STEP HR-lIO: CONDUCT AND COMPLETE VARIOUS POSITION CLASSIFICATION AND WAGE ADMIN- 
ISTRATION STUDIES AND PROJECTS 
RESPONSIBLE OFFICIAL: JAMES DEFRANCE, CHIEF. BRANCH OF CLASStFICATION^ D£C> 31, 1976 



Time (NLT) 



Elements 



Planned 



Actual Leader 



Participant resoufccs 



1. 



Feb. 28,1977 Frank DeKona and 

Gene Ptatt, 



,do - Wanda Byrafn, 



July 



(Jo Gene Adams. 

15ri977 



Mar. 31, 1977 do. 



Vccattonal development specialist GS- Jan, 31.1977 ^ BiH Furlong 

171S: Issue position cJassiftcation 
guideline firming up use of GS-1715 
series and providing grade level/posi- 
tion management guidance* ^ 
2. Educational aids and technicians GS- 
1702: Issue position classittcation 
guideline providing grade level guid- 
ance for nonsupervisory positions^ and 
standard pd's* 
3: Wage grade Jobs: Review polices and 
procedures related to construction 
rates- and issue policy statement. - ^ 

4. TiiSar'operations omcer ,GS.301/950: .-,..do ^"n^SlrfT** 

Coordinate with Qualification standards Mar. 15,1977 — Franit DeKona. 

study <HR-S> re use of CS-950 series, 
and issue position classification guide> 

5. Housing development officer GS-1101: 

Prepare rationale for use of CS- llOl 
series^ and guideli nes for classification 
by cross-referencing other standards— 
- then coordinate with quattficatton 
standard project CHR-SJ for July 15^ 
1977» issuance. 

6. Road engineer GS 810: Continue study 

to determine if Bureau of Public Roads 
classification gutdelme is applicable to 
BIA positions and, if so^ issue some as 
Bureau guideline. <lf-^not» develop 
schedule for guideline project^ and 
conduct same.> 

7. "Law enforcement positions: Prepare 

\ detailed work plan for designing a 
'career system covering guards* police* 
men^ detectives, and criminal inwesti- 
gators« including grade level distinc- 
tiorrs and relationships wtttn other law 
enforcement bodies; i.e., FBI, Statc^ 
and tritjal enforcement t)odies. 
Social workers GS-185:Prepar^and issue 
position classirication guideline sum- 
marizing grade level distinctions- 
Teachers GS-1710: Prepare and issue 
restatement of cIassi5catJon guidelines 
re GS-9 journeyman levet versus GS7I I 
nonsu per vtsory positions^ including 
model pd*s. 
Superintendent GS-340: Contsnue to pre* 
pare guidelioe tor classifying positions: 
Send redraft, tiased on field com- 
ments, out to field, . 
Obtain field comments back in cen- 
tral office- " 
Issue final guideline June 3U. 



\ 



do. 



, ,do 



8 



9. 



Co ... - KurtStende. 



Apr 30, 1977 \^ B»ll Furlois and 

Gene Piatt* 



10 



iv;ar^ 



31,1977 - -- Frank DeKona 

May 15.1977 - 

1977 ^ 



Branch st:i?f members 



ACTION PLAN STEP HR-12: DEVELOP AND CONDUCT COMMUNICATION WORKSHOPS ON PERSON NEL MANAGEMENT 

RESPONSIBLE O FFICIAL: DOUGLAS RASEU CHIEF, SgANCH OF EMPLOYEE DEVELOPMEN T, DE C- 31> 1975 
U Develop , workshop format and prepare ^Jan. 31,1977 Doug Rabel ^"^u^l^Yi^i^^^ 



initial draft of workshop guide. 

2. Refine format and guide with help of "out- 
side" resource- 

3". Finalize format and guide with help of 3 Mar. 31, 1977 
area resource persons- 



Paul Lorentzen. 

Feb 28 1977 , -do.. Training officer. 

Bureau of 

- Reclamation. 

do - Dan Ross. BilJmgs; 

Ed Rondeau. ' 
. Portland: C L* 

. Henson, Sacr**- 

" ? nento. 
' , tfo Same as 1 atsove. 



4 Identify and select 10 facilitators 'from _ 

• 5. T^n^'f^t^tor: by conducting a pUct Apnl 30. 1977 Paul Lorentzen.. „ Pau.^Van:njan. A ^ 

G. Oev?top initial «h«Jule of workshops and do. - Oooj ^abeU 10 Ira.ned foclaitof^ 

and use of facilitators. " finnch staff 

7. Monitor and evaluate several workshops— May 31. 1977 > do.. Branch^stan^ 



ACTION pUti ST£I» C-5: DEVELOP AND START CONOOCTINC MANAGEMEHT ORIENTATION FOR MANAGERS 
RESPONSIBLE OFFICIAL: DOUGL AS RA8EL, CHIEF. BRANCH OF EMPLOYEE DEVELOPMENT. DEC 31. 1976 

" ^ Tim e(NLT> ^ 

Participant resources 



Elements 



Planned 



Actual Leader 



L E*UWishaptonninE»<wl<ievelopmBntt»jk Jatu 31,1977 — . 

2. Hold 2- to 4-<Jay twk force meeting in tJic Feb* ZH, is// — ^ 
field, to work op course format ana 



April 30, 1977 
June 30, 1977 — - 



content outline, , ^ „,.i/4» 

3. I>repafe actual course material and guide-, 

4. Tram instrtictors by conducting a pilot 

session. 

5. Develop schedule of orientatron sessions do 

and use of instructors. , « . la?^ i 

€. Momtor and evaluate several sessions^ July 31, 1977 



Doug Rabet 

,-do, Task force members. 



do. 

do. 



,do- 
.do. 



,^ Task force members 
Cnow as instruc- 
tors). 
, Instructors* 



1 Ongoing. 



February 13, 194 



To * Vet inff Comxnissioner of Indian Affairs* 

sSi?e«i'Fi^t'^S?SR^P<>rt ou BIAS Action Plan for Personnel Management 
Improvement. weeks of operation under ttte Action Plan, 

Xnis ^^^:^J^r^^^^^st/ilr Sa7^TtSl ^Slon at tUe second expanded 
and may serve as the^ba^s rorstar^ Thursday, Feb. 17). 

staff meetdns: J^^P^JJ Jt^ «ages updated to February 15, con- 

Attacbed is a «,5^^,%'J*l^'*|„cb SasS ?SS IS^Version 2" pages sbould 
£f^«?fi-,J^ for tbe^oi^e^SSfff" Version 1" pages, thus retaining the re- 
^ ^S5vw«5 I S 17 SSd^ since there are no chauges in them, 
""^i^^™! ?&rfni th^^Stial 4eeks activity occurred in all areas as c^ed 
- wim ^e '-normal slippage" experienced in several of 

^bem^i^ viet^ orth^am^^^ of the o.?^l deadUne dates. The imple- 

meSaHon regress to date may be summarized as follows : 



The ->i;.-dav offsitc communication meeting of the top staff of ^liePe^nnel 
The _ ^fr<w*tlve forum for an open discussion of roles, expectations 

I>ivisionserved^an^eca^^fon^i^^^ participation . of the Director of Ad- 
and procedures ^^^^^ ^i^ite SSng the mating provided the needed dimension 
°^^™?^^^tmtn^ SrJSSSlS^meS^ ^Sl r Jched on various communication 
of top managem«itdlre^^ towards molding the 

and work plan P^^^^^aJS o^nteaSon, witii the Branch of . Personnel 
Oivision into a mocB coordm^ea o^^ 

Management E^.aluatlopL increasing Commission's evaluation report 

oAuS'^^^irS^^'^s'l^^SS, ?iormnated and transmitted, and a system 

jr^it^di^^^^ gs-^^ci'i^vr^-dr^^-^s^^ 

a.4**is=tance visit to Muskogee is occurring this week. 
S^|na^:T£^^^^^ I -j?in-."gn^^^^^^^ 

JS^'offico^f^Sust S^S>^^^^^ Coordinated closely with the Action 

■^'r^Tideline material l>as been drafted on restructuring and read vertising por- 
tion? o^lifi^ationd^^^^^ tribal consultation on personnel sele^ 
SS*' a^d^^ bSng reviewed within the Division. The 3-man 
SSceVniS|4he tribal consultation guidelines will meet next w<iek i» finalize 



ti>is draft for Central Office mana^rement review, Deyelopmont of the training 
program in qualilication determinutioii ' is also proceed iiijc 'on sclioilule. 

Drafting of qualification standards is prococKliiig in all Area Ofliccs* listed 
in the Action I?lan, and It lias l>een determined that i!;[rnilar single-agency 
standards need to be developed for Vocational Development Specialist CS— ITirs. 

Drafting of the iacilitator's guide for tlie coimnunication worksliops on per- 
^ sonnelr-^mnagement is almost coniiileted, so that the review of tliLs material 
can take place next month. Various possible resources for the difTerent aspects of 
the management orientatiouV program liave been looked into^^and a proposed, 
contract with. .I'lanalyj^is has been prepared to cover seyenil parts of the orien-v- 
tation in conjunction with the pi'oiiosed training in proi^^am t:>'uluation in tlie 
Bureau. 

D. roSITIO:^ >rAX*\OEME>:T -VNI> CI-ASSIFIC-VTIOX (IIK llX— 1>; 

Comments are now being reviewed on tlio draft policy letter rognrding pro- 
cedures for propoj^ed organ isciitional changes and new/upgraded 'i>oy:itions ; while 
preparation of the revised x^osition manageruent/classifrtation Manual clinpter 
is being eoordiuated with the Dvpartment's revised material in thiis urea. 

Submissions from five Area Offices concerning progmm evaluation and man- 
power/staffing standards^ have been distributed to Central Office ^Directors and 
concerned L>ivisi6ns in Administration. - *• * , - 

Onsite teclinical assistance in classification has .been given to ^tlie Aberdeen, 
killings and Albuquer;que Area Offices; and position classification is ii /signifi- 
cant part of the onsite visit taking place in Muskogee tliis week. Tlie drafting 
of. classification guidelines for, various positions is 7>rf>coeding» with those Tor 
Vocational Development Si>ecialist 0:5— being discussed with tliat unction^ 

* * ♦ • 

ADDITIONAL DEVELOPAtEJ^TS , ^ " 

Heyond the specific numl>ered Action I^lan stops, work is now '^wng -accom- 
plished to ensure that the Bureau is ready when called upon with proposed posi- 
tions concerning reasslirnment of non-Indians and early retirement. 

Work is also proceeding on the return of elaissifi cation authority to-cortiTin. 
Area Offices* and on preparing tlie necessary nmterial for the possible estal>lish- 
meat of a I>eputy Commissioner (Management) position. " ^ ' . 

t^nalljr, a redes^-rix^tion of the Pr*>ject Manager*s role and responsil/ilities was 
accompliVhedi stating si>ecilically the nature of the work cxirrently engaged in 
aiid e?cpected for the next l>-li! month period. In regard to' tlie coordli^atiiig/ 
facilitating role in the EETO-personnel management relationship, guidance is 
l>eing provided in the area of using parts of the I^ersonnel i^Ianngement Action 
T>lan*Tn developinsc an KEO ^\criori l*lan', and in i-esponding to the parts of the 
CSC evaluation rei>of t pertaining to EEO. 

XJ.S. I>KPAi:TMr:xx ok tjte Tnteutor, ^ 

• ' TitTiEAXr OF JXDXAT^ AKFATTtS, 

IVaj^hf/if/tr-^jT, jy^C*^ *ranuarj/ 1377, 

MEMORA>"Dt7M: ' 

To : All centr:il oflices and area directors, ^ 
F'rom : Commissioner of Indian Affairs. ^ 
Subject: Rureau of -lu*Uan AtTair^* Action IMan for Personnel Management. 
Improvement. . * 

Attached are copies or tlie 5>uhject Action I*lan, wliicli I have* approved fv>r 
immediaTe implementationl ' ' . 

The i>lnn was dovelofKMl rhro^igh a joint effort invol^nng all of yon and yon r 
reprcsent-itives^. It is to Vfnir credit that yon recogni>:*-d tiio need for commerreing 
these impr^>venicnt actions. and-2^r^-jriow committing fsr^ocific time' and manpower 
rej^ources to carrying out the Jict ion?:. \ ^ ' , 

I*rogrei>s under tlie Action Plan will T>e reported montlily, ami review of its 
status and eiTectivenoss is expected to he a regtilar r^art of the agenda of eaeh , 
Director's meeting in the future. 



I*lease ensure tliut your ^roprram manascment arid personnel stalT officials 
become well aware of tliis Bureauwitie improvement initiative^ and are tlior- 
ouslily acquainted witli tlieir roies and responsibilities wit liin it. » 

— ■ Ben- REiFEt^ 



■ - - U.S. I>HPARTMErrr OF THE I>fTEKIOB» 

BtJREATT OF I:>rDI.V>r ^V^-FATKS, 

■' MEMOu^vr^ntJii 

JTa : Commissioner of Indian AiTairs, 
iFrom r Project Manager. 

Subject: Bureau of Indian Affairs* Action Plan for Personnel ^lanageiueut 
-Tmpxrovement. ^ . 

In transmitting: tjiis Bureau^ plan to you for approval, I, want to take tlie 
opportunity to place it witmn a larger perspective wliicli I consider oC i>erliaps 
greater sipmificance than tlie specifics of the doctunent itself. 

X- vrhat has happened in the very process of developing the Action Plan rer>re- 
sents the.sdrigle most important cl^ange Tor personnel management in the Bureau : 
^^lanagement^s ownership of tlie problem. While it may onlj' be the beginning, 
the point is that that beginning has been made and the corner bas been turned z 
Bureau management has confronted, discussed, and developed a plan for stairting 
to solve many "long-standing personnel management ijroblems. This is tlie neoesr 
sary stalrting* point for bixilding a new and more useful conception of the roles 
and responsibilities for managing tlie Bureau's huntan resources- 
All otliex^ improvement steps depend upon the continuation of this mode of 
responsibility acceptance and problem ownership by management-, 

iS. The Action Plan development- process bas also clearly iiidi<?ated the elOr>e 
inter-relationship between i>ers6rinel managemcnp and geiieraL (internal) mau- 
itgement of iibe Bureau. While we ^liow are embiirfcitig upon a constellation of 
actions wlxich in total address tbe personnel management issues and recommenda- 
tions of tHe Management Study" submitted to (and apparently being adopted 
by) tbe American Indian Policy. Review Commission — and which, I believe* con* 
stitute a more, complete and realistic improvement thrust than the Study's — 
fdinilar planned initiatives are greatly needed in related areas of program evalua- 
tion, manpower/staffing standards and allocation^ organizational structure issues, 
improved wCrrlv methods, and communications,^ ^ 

As the last section of ^tbe Action Phm indicates, tliese management needs bave 
beeii^ discussed to a degree, but the impetus for tbeir fuir treatment and resolution 
through specific planned action must. come from top management* Tbe timing for 
addressing- thenx now is rir:bt. A ronr-f^rtofl effort^onade-nwy^ can result in similar 
detailed action phxns for presentation in the nexr few months. ' , ^ 

3. The continuation of tlie personnel ninnagen^ont improvement effort, and 
the'undertaking of similarly needed efforts in any otlier areas of general manage- 
ment, will continue to be open to a degree of uncertainty, doubt and skepticism 
due to th^ ab'^ence vi-ithin tbe Bureau of an institutional focus for internal man- 
agement. A line, alter ego^ career Deputy /Associate Commissioner position must 
l>e established and filled so that the dirt^rtion of theBurea\i — as an organiscjition— 
receives that s^-stematic and continuous leadership- neecled to ensure that BIA 
truly constitutes an effecti^:e and efficient instrument for accomplishing program 
'missions arid objectives. an"d not an institution wasting time and resources in 
less-than-effective management of itself- " 

As mentione<l. this Action Plan may serve as an "answer" to any questions 
concerning wliat tlie Bureau is doing >i bout tbe personnel management part r^t the 
**:Manacemerit Study.'' It also constitutes the major part of a needed Bureau 
response to Civil Service Commission and Departmental concerns expressed in 
evaluation reports; and elsewhere. Both 1:he Commission and the r>epartment*s 
Office of Personnel. Management are being asked to play significant: **participant" 
roles in^b^Iping to implement various steps, and their continued assistance and 
guidance should and will be sougbr. ' ' ^ , • -r>, - " ^x^-^ 

As many of the Bureau ma nailers expresse<l tbomselves m Phoenix earlier this 
month, We've tallcCd and discussed enougb — I^ers start doing. ^' i totally agrees 
There has bef^n more than enough writing and planning and veirbali^ng; now it 
OS time to act. The ultimate ^^dctim of inaction and tmfaced problems in personnel 
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manasement are the Indian people wHoni the Bureau is to ser>-e. Tbey have 
waited long enough for us to move forward* ^ * ^n^^ i>i^». 

It has been a privilege to work with the Bureau xn developinpr the AcUon Plan. 
It represents an even larger challenge to be aykeU to assii^t in making it a reality. 
*^ I*aui i-orentztn, 

BCREAU OF I>-DIAX -:Vt'r-VIRS' AcTIOX PX-AN KOIt PKUirOX^'tlL MANACEMK^iT 

^ Improvkmext 

' OBJKCTivE ANn scors OF T»r.AX , 

This plaa addresses many long-standinip?. problems of human resource man- 
a-emenc in the Bureau of Indian Affairs. Its objective is to develop and cL^ange 
various concepts, poUcies* programs and i>rocedures so that i>ersoanel manage-: 
nient in the Bureau becomes a primary contributor towards program accom- 
nlishment rather than constituting a problem in itself. * ^ 

The role^ and responsibilities of both management and the personnel func- 
tion are addressed, as are the programmatic and operating tasks within that* 
ITunction Tlie plan - does not .presume to cover every conceivable aspect or 
t>r^blem area. Rather,, it concentrates on those personnel management actions^ 
considered of fundamental significance at this time so that the Bureau thereby 
will be provided with a base for a fully acceptable program in all respects. 

BACKCKOU^fD TO THE OCKED FOR IMPHOVEMENT, 

Ouring FY lOTC, the necessity for a major improvement effort in personnel 
management in the Bureau was, spotlighted i>y a number of evaluations made 
l»v the" Civil Service Commission^ the r>epartment\s Office of Personnel Manage- 
ment and the Bureau itself. The .31areh 25, 1076- Agreement between the 
Commissioner and the Assist^mt Secretary for Management detailed many specific 
iaitiatives and commitments for l>oth the Bureau and the Department^ primarily 
in the areas of position classification as well as the staffing amd organisKitional 
nlacemeixt of tlie Division of P^erson^nel Management. A project manager was^ 
called for and designated, *'to coordmate and direct" the improvement efforts 
through the development and implementation of an Auction Plan. *^ ^ 

The steps outlined in the March 25 Agreement have been taken, with significant 
and cor dialling effects on the ^luality of position classification and the capability 
of ^the Division of Personnel Management* The recommended Action Plan sub- 
mitted bv the Project Manager on September 7, 197G; analysced the effects on 
T>ersonnei management in the Bureau of the dramatic events in Indian affairs 
of the past S^IO years:, and emphasized tlie developments and * improvements 

needed in the: ^ " , * . \ 

Leadership role in the Bureau fpr general (internal) management. 
" Evaluation and communication functions in the Bureau, 
Conception of T>ereonnel management by managers and personnel staffs. ' 
Orientation and development of managers and supervisors. 
Management and operation of the personnel function itself. 

Specific personnel management areas of : Policy development and issuance : 
manpower planning : recruitment; Indian intake-and-development : tiualification 
standards and determinations; career development; and position management/ 
classification- 

METHOD OF DKVELOP^^rEr^'T 

The primarv basis for the Project Manager\s recommended Actfon Plan of 
September 7 was an analysis of the 13G individual problem identification/solution 
discu-^ions held with managers and personnel ofBciaLf^ throughout the Bureau 
in June- August. Many important aspects of personnel management — ^such as 
performance evaluation, equal employment opportunity, labor-management 
relations, and emplovee set* vices— were pnrposely not directly included m the 
Tecommend.e<l plan in order to-^1) Concentrate on those problem areas which 
the discussions -reflected tl^ the most Uasic and pressing, and thus (2) Provide 
a foundation without which fnirt her mcitningful development in tliese other 

areas was considered unrealistic. . ^ " ^ ^ . — 

During the following 3^y^ monrli i>eriod. management of the Bureau : 
Distributed widelv and reviewed the recommended Action Plan, . ; 

" eommitted itself to adopt a BIA Auction Plan by December 31* . 
* Held twoS^av Director'^s meetings ( Denver,^Octobfer 2S-29 ; Phoenix^ I>ecem- 
ber S-O) to discuss the plan, agree to its specific content^ and adopt an *'lmmedi-^ 
ate j^riority'* framework for implementation. ^ ^ ^ 
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: Bnsecl on extensive individual and srroap discussions witibtin ttte Division of 
Personnel Management and on contacts witb Area Directors, the si>ecific no-later-- 
tlian CNX«X> dates ajod tJie leader/particixumt names appearing on tlie Action^ 
I^lan Stej> pages were agree d xtpon ^^^ — — — 

^ • STEPS TO BC ACCOMJPJLTSgEn ' 

Accompli$$bment of the specific actions included in this plan will result in the 
gpUowing initial improvements: \ ^ . 

jC J^ersonheZ function (PJP'Jf-o) . 

1* KstabllHhing a work: oMectLves/wozic planning" system 'within the ZHvision 
of Persovmcl Management featuring commnnication and coordination across 
Sranch lines^ periodic review of progress being^ made toward meeting obiectives, 
and continuing expansion and updating of the worlc plans. 

2, I>eveloplng more meantJigfol statements Pf the role of ea<di Branch and of 
the personnel function as a whole, constituting a part of the needed conceptual ^ 

* ' change regarding i>ersonnel management in. the Surean. 

3. X^roviding the mechanism for Bnre^uwlde coordination within the personn^ 
functibn through sharing of work plans, the /*lead role'*, concept, and periodic- 
meetings on Snreanwlde problem tbpics—thiJS'^a voiding TTOSteful dupUcati of 
effort and establishing a meflTtingful team mode for problem solving. 

'4- Improving ^personnel operations by providing immediate assistance to the 
...iCentral Office and Albuqnerqne £^eld servicing operations, conducting technical 
assistance visits to selected Area personzfel offices, and initiating a s<^edule of 
studies to improve operational methods and techniques Snreauwide. 

5. Sstablishlng a planned evaluation program within the f rmctioru . >r 

1* Obtaining the resources needed to produce a set of numerical estimates of 
bureau manpower needs. for immediate nse In developing recruitment and staff- 
ing plans, and to install a forecasting system providing ^periodic manpower In- 
formation to management for action purposes* - 

2. , Obtaining the resources needed to develop a positive recruitment system 
/ for^the Surean including a centralized inventory of Tndian gTHi^ig nationwide, 

and a centralized listing of Indian Affairs jobs available. 

3. Developing the budget and ceiling Justifications for an Indian inta]ke-and- 
- development program in the .Btirean; as well as the application requirements, 

publicity means, screening procedures, and selection methods* / . ^ 

4* Kstablishing a task force to develop a work plan for growing^ more T^i^^^^ti 

candidates for technical/specialist x>ositions (e.g. engineersr, foresters, etc) 

5^ Xssning policy guidelines on the application of Indian preference in xelation 

to restrncturinxr and readve^ti^d^^r p<>sitionV- 

6. Issming appropriate qualification standards material for six major types of 
positions including Area I>irector and Sux>erlntendent^ 

T. Issuing policy guidelines regarding the use pf general acceptability consider-*^ 
.ations and selective placement factors in determining eligibility and qualifica-" 
^ tions for specific vacancies, 

S, Conducting training sessionsr Bureauwide in the use of Bte-ndbook X— US for 
making qualification determinations. 

I)evelopIng a work plan to improve the use of promotion panels, assessment 
forms and ranking procednres- 

lO, Iteis^suing npdated iKJlIcy guidelines for tribal consultation on x^^z^onnel 
selections. . . , * • 

C. Traininf^ a^d dci^elopTJi^nt iUJi 12 and. O S) , 

1* I>eveloping and conducting role clarification and problem-solving commu- 
nication workshops on personnel management^ for managers/sHpervisors and 
I>ersonnel staffs. « ^ 

2. Obtaining the resources needed to develop an orientation conrse for man- 
agers to general zhanagement principles. Federal government management poli- 
cies^ Bureau policies and programs, and Indian tribal government- and cultureT 

: 3. Obtaining the resources needed to develop career guid^Ones/pathways for 
.major types: of ma2iagementi>ositIans. 

. I^osi±if>n rnanaffcntent ' - 

; 1^ Issuing policy letter on coordinated- budget/management analysis/personnel 
procedures to be followed Bureauwlde regarding proposed organizatiozial <dianges 
and new positipns/upgradings. 
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2- issnins revised Manual, cbapter on pbsltion^aiiagement anfl olassiflcatlon 

^?*^^eoflrixiir work plan for developing several manpower/stafflng standards. 
4*. SXiS«^!^«iSSSaes,on coordinated roles of budget and personnel func- 

n""S^«^^P^ox^/SS?^Ial trai^^^ in position znanagon^ent and 
"^L^P^o^^^^nSn^^stance in poslUon manasement/elas.iticatioa to 

« i^nreaWwide T,o<dtion rQanagement/clas^fication conference. 
- 8^SS?dn^l5b?cSSS2a^^^^ fS^i^ht ma3or types of positions 

^r^^.^ enforcen^ent 
*SLing policy statement on constxucti on rates for TTase Grade positions. 



CCMMITME^rr OT KESOXJBCES 



?S^*ar faSK, am? the ?onti^t,Sd. aijsi^ i^roject Manager as botU 

S^^i^?fvl^/P^^?xidate meetings will be used to provide management witn 
5:atlis reports and make appropriate plan revisions. - . 

" ADDmOJrAI. ISSUES C ITSTDEREO 

^'^'"^i^l^^.S^n^'o? a^^^^Se r>epnty/Associate Commissioner (Man- " 
aiSSer-^^^n Jo pr?vS^n'eff2?tiv^ focns for internal man- 

agement) P^^^-^ «Tw^Ti Tlie next step is for Bureau top management U> 
t^^\^J^S^tS^^i-^-^^^ to the Departmental Executive 
^^*S^?rSS tt?St"velopment of standards for eralnating opiratine pro- 

*"^?^«*^*^?^ee^ that the providing of leadership in organizational structure 

letter on procenriT-p^ i a^'velonment of several •'pilot'* manpower/staffing 

S«ndard."^a'2d'^on p^^^^ 

?en^T Offl^^d^r^^S^^tSr-s. Similar information and suggestions have been 
solicited regarding need^^ ^ Bureau's ^om- 

may become parts of an expanded Action P^lan. ' ' - 
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W PM: TOTE THE Wft OP THE PERSONNEL FUNCTION AND ESTABLISH A 
itellMflilir^ClHitiMolPim^ 

SdiMlttii^NlKtsteol, Hd prtpin'ittodj for in penoiiiiei'divbion 2May offsiti com* , Jan. 14, J3i>. 14, 1977..„i... Mirc Hencliler... — , DouiRibeL Piul Lorentzeit. 
;,iii(Mi(itiwinH(iiiitw 

;lii)ld'pia)iiMidivi)^ (I)..... (').. — rjul Loreotnn (ficili' ; 

';isislintQiii(;ifld7tiriiich'M -btofV 
^'iiMt Nttibli^isof ntiiiiictjiwi, 

'Pnpm'iiidividitilbrinchtwkobjd^ Feb.7,1977„....„ M]rcH«r]cliltf........ E»h bniKh chief; divsioii,t 

; t»y,ln¥iLipitt,«tc3- ^ . , " • f - nictaje to M(. M by: 
p,.,:::' , ,» ■.febriiifylg., 
iPn^lndividuii bnnch nratdMtnts of function ind revijtd statement of function'for Feb. 28, 1977...... do.„» ' Eidi branch chief. -v 

.■'■■diwi0(i..'-.:\ '; ' > ' ' , 

i'Dwiofl the oflioini NfsonWdivisioit plaflfliRi/vwrk objectives system providini for periodic Mar. 31, 1977 ..... ....„...»«.do., 

: cofluniinicition iniintSi ineisiireinentof protrain protres; 
cjicliwiiidpliiijiitt . . ; , ■■■* , : 

■ :..Pf^:PllOVIOE^^W^ 

lHiicMiBf,€!)id,Braocht)f Personnel Maiiaie^^^^ 

lEitiblish«difflplein«iilconc!ptof"leBdroles:'inspecilicareas'rf Mar.3U977 Marc Herschlar.....,„„ Other personnel division braKh;: 

i' lm office; basN on offices' inttresis and com chiefs, 

,'flfiflbrts..'~ V ' ; , ; ,. , ■ ' ■ 

Establisit a oomniyRication network within personnel' function by (a) sharinj all personnel April 30, 1977 . doi^..^...^.... Do. 

divisiORWfk plans with area pmonnel offices; (b)h^^^^^ v . -. . 

' ireaoftins of major devetoonents throoihout Bureau in ^11 functional areas; and (c) u^n; , • ' • , 
- nornial telephone contacts tor keepint abreast x 

Prepartlorandconduct periodic personnel officer ineetinpduri^ Apr.30.Aot ........do Do. 

:.topics(witbthosefunctionalxhietsattendin(),usint^ 31,D«c31, ' ' 




IfM: kpWVE OM METHODS WITHIN PERSONHEl FUNCTION, 
.'iwHinelilifraiiili'te^ 

■Aitii«idi.rf|)inoflnii«n^^ ' 'imnign HircHenchler... Bno*. ciiW: ryponje Jo^^^^^^^^ 

.^MPPBiliMlflindtikinj^^^ Jin. A IS// J«'i'."// mm^m dawloped iiMt rwpontt diii v; 

'm^^:.: ■ ' ■ ' ■ ' ' 

Mm0k^ Min31, MI?....., : ,..do.....:...-..... B^ncOdiiel. 

, ^, . \ dd' .„.Meinos«nttoMdJin.3l;»P)lf v 
:;t)Wifetftwiwoll!!fll(i)liiiM ; (lw(llineF«b.28. ^ J. 

^; 5 ANilf^^^^ 1-^ Maf.3U977.„.....„ ' ^ Other DfaKhchWi. ■ 

iicSiSS — e) , , , , I 

1;!'; H15:C0N^ \ : ^^^^^ , . 

^■IlwIlioeliteiCli^^^ ' " • 

IcSiiciHe'i™- — "-^ ^ • ■ wdollnf divbioninwiijeBB, - 

fWOEVElOPANO START OPOT^ ' J 

, , : p|||j|L.Follhlfll,ClMl, B(lK^ / ^ . I 

tioBiiRiw/onifc Mar. 1V19/7 • rw" " . ^ipotau aw ind CO ' ;: 



utffrMfnerlciltttiiMltt^ "•''"tjil^Tobeitennlned^W^ 

tB5U«!!«ofP'rt«'A^ V" •""::::::::::: ; do.::.„ ... . :: ^M-t, , % 




^ vSMid^ kindi)iM(ti(ltoict«nplbb woikpltis; ricruitind Api.3l^ 19)7 



r ' . •iBMtBnrttMy-mwmi nKI im irui imonauaiQt cooptnove Nuciiiofl, or ion 
^;'4rbTpiol^ liiid mnipent divilopiniiit tninint ind mm^ understiHly v 

I: 'V iJSS^ Bumihwide utilizittofl ind eoordioitioo of these'proirims Mir. 31, 1977 ' 

^'l BBtdwtnnirieilwti ''sitDifaflt'''oaDiiitiofltlfieid{M^ Apr.30, 1977. 

^ , «,ftV, 

l:CIlidi»liisfetiqwf«»rtJto ...™. P.SIS 

^i,Bpioiiwpi»blleitri|«lcoi»tirt^ ?pUO, 977 

''-'i i)«viii»ym ^ ^^^^ " — ^ 

'^^J:DeMlopvmi(^ by October 1978..: ..„.....do.....„. 

'^m TAKE STEK tO-^ W CANDIDATES FOR TECHNICAL/SPECIALIST 

- : : \ / POSITIONS; LE, ENGINEERS, FORESTERS^ ETC. ' • ^ 

':' - pittiil Fidthiin, C)Mf, Bruch ofStilitcud Mmpower-Virsioi) 1, Dec 31, 1976 . 
.^:Vv ,^uf((],iiiJtriBtre)poiMibiliti«s).' , 



tPtMitforiweekinctntrilolliciiiiApriitodeyet&pa Apr.31,1977.. 
' ' ' concerned (idiniiiistnton»educilion,lribil : 



■i'l ' 1 



A ■■■■ ,)■■ : f ■ 




Action Plan St«p/Re»pofu|bl« Officia1/£l«ment» 



-^ClCYGUIDEl.lNSSON.APPLlCATIOW OF INDIAN PREFERENCE <RESTRtJ 

V, A^f i> 3EAOVERnsiNG p6smoNis> ^ 

* U P^gfimci, c>.»*. <t* »-:vh Staffins and Hianpowar — Version 2, Fab. IS, 1 
t2S3i5lw*/ : r-^i . -^idasitn*' paif»c«ptw of 44 81AM 335, promt 



tl 

XO^. QUI^lPtCAtlOH STANDAROS^UIOCLlNES FOR MAiOR TYPES OF F 

^•^•Hgtwrn* Chief. B^nch of St^„^ ,iHi NUnpowar— Veis^on 2^ Fab- 15. 15 

^"^tiMiar X-lia qualification standards are stittabta as ts ^or the foltoMtni 

V prrf ional davlopn i a n t spacialtst . ^ ** 

gg> tribal ofWfatiofts officar <coordinatad ttmawisa with dasstfication's dai 

. - . .* 

*^ in attbar case, develop, appropriata qualification material in consultation 



jgwrt '«*iiaf*ffcation standards for the fbOowinx positions: 
IkSJc5iEnattC«««P*^ «*»'»*'»«"d>*' — 



^^'-area diiect^..<»in«te-a««icy 3tandard>...^^ * — — 

artoerintafident-Csihala^^ standard> <coordinated .information* 

**^lkSr!aa*s KUidalinaX ' ^ 

"?VriS5Sioa devaiopment officer <single-«8ency standard; coordinated 
3a5i5»tioii*a iu#delirta>- . ^ 

^^^ «*catioo development special'*st<sina|e-a standard) — 

^bLSSTooabove draft standards from appropriate central oflice proftran^^o 

'^!]^«aij»ntacts on drafts witti Department and CSC 

ST^iaa, unions; 'and tribes for comment- — 



coin|wj;;ts twck in central omce,. : 

s n*CMary^ saod final standards to Oapartment/CSC — 



^op%fS2uit/CSC approval , . . 

'^***^i^^atio9a from areas for any additional qualificatton standards needed 



'Tlm« <NLT> 
Actual 



Leader 



Commwitsand 
-participant rtsourcas. 



1977. 



MartM Bemcke . — 



1977- 
1977, 



Feb. 10, 1977, 



Mercedes Lewis Wilt need devei»mient ot single- 

ageocy qualiftcation sfandard. ; 



.... Joyce Branch ,^ 



1977 — 
^1977_ 
, 1977 

;Y9777i: 
1 1977,„ 
;i977.--. 

, 1977--* 



Dennis Renville, staffing 

*" " ~ specialist Aberdeen. 

Wtttiam Finale; area 

director, Sacramento. 

Doyce Waldrip, acting 

— Portland, 
Richird Slater, person- 
nel officer* 
AlbtiQuerqut. • 

.„ _ M«icede» Lewis -i.^ 

— .„"~IIZ„I,. Joyce Branch 
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salecUve Feb. 28, 1977. :„ Joyce Brinch 

applicants : 
parasraph 

ind • tAUng . . ? 

ination5„ Mar. 31, 1977 ...„ .do....... 

Apr. 30, 1977 Pattie Fulgham „ 

May 31, 1977 . i«yce Branch 

.do- - - do..:.., 

... June 30, 1977 , do 

lomotion July 3l» 1977 Martee Benecke ™ 

do 



H ON 



Feb. 15, 1977: Feb. 10, 1977 Joyce Branch 

field task Mar. 1.1977 ^. do : James Canan, AO* or Amon 



Mar. 15, 1977.. : do. 

May 15, 1977 do. 

June 30, 1977 : do. 



Baker, superintendent Bil- 
linss: Emmett Cameron, ad- 
ministrative officer, Minneap* 
olis; Ed McCabe, sttperinteod- 
ent Navajo. 



KAGEMENT 



i followed Jan. 15, 1977.. 

lition/up* 

inetfunc- 



... Jan. 12 1977 „ James DeFrance...^ 



Jan. 31 1977 Fob. 7, 1977. 

Feb, 28, 1977,, do 



.do. 
.do. 



Comments ^being reviewed to- 
gether with M.R. & £. and 
hnaocial mgmt 



ieiil/EI«rot)ts , ' . ■ : ^_ ■ CowmMbfind ^ 

Plsnned. Actual ^LB«Jef pirWpMt rnonrcir 



OURES FOR POSITION MANAGEMENT , ^ 

IRE-CofltiiMiKi ; ' , • ■■ 

»-.V»nion 2, Frt. 15. 1977 ; > ; 

iiinliiSfifMTaad^ 

^ " ■ BUTMU coffliiiMts to Dipirt- 

(nentonJin.28,1977. 

10AR0S,AND IMPROVED EMPLOYMENT , * ' 

)CEDORES : • ' ' 

ti-Vwiion2.Feb.l5,1977 , " 

ini $ti!J(ljrd$'flwded(4ttichment3of Feb.28, 1977 .„ J!^:^., Bill Furloni..... M.II* tiwiollkiaubioi^ 

\ iv»iWiliMil977, 

ifil pilot ininpower/sti(Iin£ stindard M«. 31, 1977...U, « .--.do M,ll 4 £. 

>ewbudictindp«rjonnell«octioniin Jum30,1977 do Finiociilininijwnent 

lilitiiiotthiii^teni. > 



KCE IK POSITION ClASSIFICATION/ ' ' 
EFIELD 

)B-V«f$ion2,"F«b.l5,1977 : . .-f 

aptfvisofj in central office, in position Jan,lU977. ..(»).....!.,.. Gene Adams...... Douglas Rabel, 

make course content available to area* 

, Feb. a, 1977 : w Matenil betng piepired. 

See (every other month). (See PF-4) do*. O-."—.; do..™ 

OTtion5.(SeePF4): * ■ 

.V. ian.31,1977*..:....0. BlIfFiirtoneand 

i • ' - FrankOeKont ■ 

.....(o,.., BinFurtonj., 

Mar. 31, 1977. , 

(0...»»»"...— (f)"^ JimDeFrtnce.... \. Branch staff members.^ * ... ■ 

„ Apr. sa 1977........ v 

mtnt/tlmificatioa conference (review July 31, 1977. 1, Jim DeFrince, — • Do. y .. . • ' 

terchan£iotidew on position l^an8g^ 

eas for policy and technical assistance, '22 



lOUCT AND COMPim VARIOUS POSITION ClASSIFICATION AND WACE 
ADMINISTRATtON STUDIES AND PROJECTS ' . 

M DiFriKi Chiif. Snfich of QinificitioibVtr^ofl 2, Fit 15. 1977 

itopiMflt ipieiilist G$-mS: Iwti petition elistificitlon luldelini firmint up Feb. 2S, 1977.., 
IS larjatiifii providint ind* Iml/Mon fliiittp 

li md'tichnleisis GS-t702: Issoi position clmificitiofl {ui^«)iM providing Mr. 15, 1977.. 

tridinci for nonutpirvisory positions, and standard pd's. . , , • ' > j 

te: fHviow poltciis and pracidiins related to constroctton rates, and issue do 

Witt ' < 

into(liGwCS^l/950: Coordinate wHhqualificat^ Feb. 28, 1977... 

ttjiries, and issue posilNWctesillcitiootoidelina^ Mac 15. 1977... 

oneotoAcer GS^noi: Prepare nlionale tor itseot GS-llOl series, and luide. -«".do........ 

silication by cros^retereoctni other stsndardi-ttieo coordinate with tiualifio July 15, 197/.. , 
I project (HR-«) for Julii 15, 1977 issuance, ' ^ „ „ 

cS^lO: CofltiRM siidy to determine if Bureau of Public Roids classification Mar. 31. 1977.. 
ipplicabie to 6IA positions and, it so^ issue same as Bureau luidelioe, (It not, 
dole (or luideline project, and conduct santeO, , ' , , „ 

iitpositiofts: Prepare detailed work plan tor destninc a career system coverini - June 30, 1977.. 
.wen, rtetwtiiei, inrt rrlminil iewititetnn. inrfiidinf frtfle Imt ititirl''*'* < 
Mps«iti» other law mloiteoeiit bodies; Ia FBtStale, and tribal edorcenwit 

<iS-lSS:PTepanWissi»])Ositioncto Mar.31. 1977... 

[710; Pttpan and bsM' restatement or dassificatjon guildelines re GS-9 Apr. 30. 1977.., 
level versus GS-U nonsopervisory pcoitions, indudint 
tG&WrCcntinuotopiepareiuHlelifleiorclasjjlyinj^^ . 

jrart. based Oft filed comments, out to field v... Mar. 31, 19//... 

ield commentj bacit in cenlril olke — May IJ. 

lalguidelioe. « June30.|}77„. 

^ND CONDUCT COMMUNICATION WORklPS ON PERSONNEL MANAGEMENT 

I Rabel, Chief, Bnncb of Employee Deve!opment-V«rsio^2, Fob. 15. 1977 

op format and prepare iottia! draft of workshop guide — Feb. 28, 1977. . 

idguidewith help of "oatside" resource... Mar. 15, 1977., 

and-guidt with help of 3 area resourte personi,..'...! .« Mar. 31 ,1977. . 

set lOfticilitalorj:from within Bureeu '■r.ytm" 

I bycoflductlallpilotworlishop — '^P'-^t i'"-- 

cbiHlula of workshops and use of facilitators. u'A'Wr 

ilaate seven! workshops ; , iHay«,«// . 



t' •■ , ■ 111 



MilimP AiiDsriiiirM^^ ^ \ • 

l)og|lN;lii^Cliiif,eniicho(&^^^ 

iioiibl<l»f4ifliircipwoit/o(p(il^^ IM'n ,MWl NBiW.... ^\m^ . , 

it&:^m.L. j^m jj : sir^ 

i'MililyitMindiittiMinliiititf W.m...: o '.^ ^ , 

IMMitDriiidMiAtt^ f W^"^ "9 

PLDP CIie'GtllDaiNESfPAm FOR MAJOR TYPES OF MANAGEMENT . 
POSITIONS 



;riiFdik'Clii<(.6fi<KholSttllinH^^ 

iwiwibiw'^^ i"iy3U5n p«tti«F* 

" K(hlCllp)*JMt 
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jkvaxt* 1977. 

To I Actinif Commissions of Indian Affttirs. 

l''*rom : Project 3XaxuiiCer. . ' ^ ' 

Sttbjecc: Second status report on BIA*s Action Plan for Personnel Mnn«Rement 

Improvemcmt. 

Tine attached set of Action Plan step pases have been updated to retlect au 
developments that occurred during the weven weeks since the llrst stuttts report 
(of February 15>. Since every paKe has been revised and reproduced, the at- 
tached pages should be substituted for the cbmplete previous set. 

A» a review of this updated material will indicate, slfirnlflcant progress is ^ 
being made in almost every area of the Action Plan. In a number of cases ^e 
' reality of the current budget "cruncb" is being met by adopting "mini or •*midi 
implementation levels -(rather than the planned *toaxi" levels) ; and in other 
cases the priorities of other personnel work have meant slippage from originally 
contemplated dates. «I<*wever» In ncTlnstance is the substance of the Action Plan 
being Hacrifloed or lont ; and in some cases progr^ is-on or even aheud of original 

The implementation progress since February 15 may be summarized ax follow^ : 

A 1>I Vision of Personnel Management Work Plan through FY 1978 has been 
Hubmitted to the r>irector of Administration, including a^tatement of function. 
The review of the Branch of Personnel Services* has been conducted. Involving 
interviews veith 45 Central OflBce-and Sastem Area managers and i>er»onn«4 stalC- 
•membens; and a specific Action Plan for meeting idenUfied improvement needs 
Is now being developed by I>ivislon leadership. \, ^ 

Another eo-day response has been made to CSC on the evaluation ot the Cen- 
tral Office last year. An extensive technical assistance visit i» scheduled for later 
thi« month to the Albuquerque Field Personnel OfBce to address problems identi- 
field by the recent CSC evaluation there. And a schedule oi onsltc personnel 
management evaluations by the revision of Personnel Management covering four 
Area Offices in the next 15 months has been drawn up. 

Based on our exten.slve •Trecrultment" efforts, I>avid Rector (EPA participant 
iji„,^e Federal Executive r>evelopment Program) began a 3-month full-time, 
a^isnment on' 4/4 in estimating the Bureau's manpowet- needs and designing a 
continuing forecasting system (KB i) ; while funds are now b^ingsought for 
contracting with Xate Shinderman (long-term CSC official with exten^w fa- 
miliarity with BIA) to plan a Bureau positive recruitment Progx^m (:ra. -2). ' 
The prototype manpower study of the GS-llTO Reality series, funded by Trust 
responsiblli^. Is proceeding on schedule under Dr. Taylor's^^leadersWp. the 
I^«Sect Manager produced some preliminary statistical analyses and narrative 
statements for the Indian Intake-nnd-development program (HB3> whichserved 
as a basis for the Congressional budget hearings and. temporarily, for t x 

Preparations have lleen made for the April llV-21 meeting of , Central OflSce^d 
field officials to develop a work plan for "growing-^ more Indian candidates for 
natural resource and engineering occupations. A suggested Ugenda iB now heing 

^^^SSd Adelines for tribal consultation on, personnel matters (HR lO) were 

written by a field task force, and are riox^.^^^^^ J^^^^^^^;^^^f^J^^!'^^J^' 
ments due Mav 1. Ouidellnes on restxjiclrunncr and readvertisin^Jiositlons ,>|, 
and on qualification determinations and hjisic eligibiUtj; <HR »>. bave been 
completed and. are being reviewed and revised in the I>ivIsion of Personnel Mau- 
agement with expected issuance date of 4/30. - *>,^ «-»Tii <v*^ 

I>raft qualifications standards (HR S> have been received from the fi^^f 
Poli<?maiL Homdng I>evelopnjent Officer, and Area Director; and discussions 
have^^rted on tbi» first two with appropriate Central Office mianagerR- The 
need for a qualification guideline for ^^^rimial X>evelopment S^i^^^ 
been identified and work on a draft started. The Branch of Staffing and Mau- 
S^r S^also participaring in the CSC research^ stac^r of ^^T^^r^^y^^f^ 
methods for t^^cher candidates: and h.is ensured that all requests for teachers 
for the 197T-7S school year have been submitted-^to CSC. 




Tlie personnel xtmitagemeiit comiinjiicatioii worksliop guide (HR X25 being 
tjrped. in folio wins its review by tlie Xxnlnlng Officer^ Bixre&xi of Beclanaation, 

and a Bl-A. field task force. I'or budget reasons, conducting the pilot workshop is 
postponed rmtil late Jtine»-witlt,the sessions to be lield in all^^eas during July- 
August ; and the number of facilitators is xeduced to two* 

Witli the assistance of tbe staff of tlie I>Lvlsion of Self-I>etermi2iation and 
representatives from Contracting^ a viable means f or^ conducting management 
oriei*xation ior managers (G 5A) is now being explored, involvi ig coinplete co- 
jord5ri>ition with management training needed for 1?JJ 93-63S operations and the 
-use *C ^ £itemal BIA resources foi>course development and conduct* . 

n* POSITION MANAGEMENT AND CLASSIFICATION (Sa a 1 A-D> 

"~ TTEe policy letter on Sureauwide submission of analysis, procedures for pro- 
^ posed organi2MLtiooal changes and new positions Itas been finalized and is ready 
for top management review and approvaX- 

Onsite assistance in classification matters has biajeivop^ovided the Phoenix Area 
OfSce ; and an extensive assistance visit is i5>tilieduled for Oae AJLbuquerque Field 

" Personnel Office* The criteria for an effective dassiflcation program were pub- 
lished, and classification authority for tbe control series was returned to four 
-Ajea Directors (Juneau^ Xavfljo, Phoenix, and Portland). 

Clasicification guidelines were* issued for Vocational I>evelopment Specialist 
GS-^1T13, jMucational Aids/Technicians GS-1702, and Teachers GS-ITIO (in the 
form of standard p,d»*s and evaluation reports in PES format). Work is pro- 
ceedings in all the other occupational areas listed, in close coordination with the 
appropriate Central Office progrram msinagers whose names now appear on" the 
Action Plan step pag^- A i>olicy statement on construction rates has been 

.t^^issued* - . 

J - AnnmO^^AX*^ DEVEt-OPMENTS 

Hasedon expressions made at the Pebruary IT Oommissi oner's expanded staff 
meetius: on the Action Plan^ individual meetinjcs were held by the Chief Personnel 
Officer and Project Manaprer with two Central Office Directors (Trust Kesponsi- 
bilities and Indian Services) and their top staffs to disctiss the Action "Plan. Other 
C*0. Directors are aware that such meetings may be scheduled at: their request. 

A position description and evaluation statement for theproppsed Deputy Com- 
missioner (Mana]E:ement> position agreed to under the Action^ Plan have been pre- 
pared and are hein^r transmitted upwards throuirh channels forr-e\riew* Xhe objec- 
tive is to have this material readv for immediate use in any f cture Bureau plans. 
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'tratiofl, Chief PWJflwIOlIicef, ABUtaut Chief, and 7J)niich 
v'sctiiibln itMaiice^ in liJt o( opentioitei pnblenii 



litator)... 
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^ . ■ SONNELFUNM ,. » 



■ ' ^ * ' ' do 1. 
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: 1 (ht penoiiMl ftnctioft by area office, based on'offices' 
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ifltiiests«nlcoiicene(sfe 
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Jhaiiiil all penonnel division m plans with area, 

/ m m of naior developoients throuthout Bureau in all 
' functiooat areas; and (c) tistot nonnaf telephone contactslor 

;UfliahwJt,fllpfoblen»ideotito ; „ . „ ,«„ 
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PROGRAM • 



Ongoing. 



..do._-..-......-....wpniiM(«vi; 
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1 Jt72«e: 17, 1977- 

To; Actipigl>epiaty Commissioner of Ind.tftn^Affiairs^ 

SnWectr aniIrd Static Action I*lan for Personn^ M a na s emen t 

• Improvement. • 

dev^opments Ircoa April 4 (tbe date, of the last 
jceport> tbronsh Jtme 16L Once again , the attached set of Action Plan istep pages 
luLve beexi^pdated and constitute a complete package which can be^substitnted 
ittdts entirety for the present pages. " ' 

This will he t-ie last report in this format- It is nay intention to reassess the 
Action Plaxi tlids smnmer axtd reformat it in August so that: (1) All completed 
steps are snmmarlased ^n one section ; (2) All steps still being worked on are 
redesoribed on new pages » and (3) All step^> originally reco mmen ded and ap- 
^^xoved lint not implemented are restated as to cnrrent:.need and priority based: 
on ari analysis of the Informatioa gained from my pending visits ^to lO of the 
12 Area Offices and discussion to be held with management and personnd officials 
in the C?entral Office. Thns a **clean,*' updated version of the- Action Plan wHl be 
avaHable by September for top management use. 

The most Important generalization that can ' be made about the work during 
the past'S^ months is that very eactensive resources liave been devoted to facing 
the severe problems in the operating i>ersonnel branches. of the Central Office <I?-C^ 
and AXbuqtierque) and to effecting improvements ; while those devoted to other 
aspects of : the Action Plan in general have been less than sufficient to meet most 
deadlines and desired objectives. The e::cceptions to this generalization are 
fletaHed. below* 

Resources in* this area have l>een devoted almost exclusively to providing 
assistance to. the 'CO Brancai of Personnel Services and the Albuqoer^e Firfd 
Personnel Office. In the Central Office* a 14-step action plan -was developed and 
approved based on the review of the Branch made in Marclu and ea<di of the 
other Bran<^es in the I>ivision is providing extensive assistance to the Acting 
Chle^ Branch of Personnel Services, in implementing the many improvement 
items The overall effort is coordinated tbrouch^ the device of an Action Man 
CouncU consistliig of the Branch Chiefe with the Chief Personnel Officer as 
chairman* Xong-needed decisions are being- made re the- organization^ staffing* 
worfc assignments^ and work procedures of the Branch- Another 60-day response 
baK also been transmitted to the CSC on its evaluation report of last August 
' Sin41ar massive afisistance is being provided to "the AlbuQuerque- Field Per- 
sonnel Office, starting with meetings by the AssL<;±ant Commissioner (Adminis- 
tration) and his top staff with the Albuquerque Division Chiefs^ and including 
visits by ttie Departmental Director of Personnel : the Chief Personnel Officer: 
the Project- Manager ; and staffing^ classification, and employee development 
specialists. Significant resources have also been obtained/from the Albuquerque 
and XavaJo Area Offices, and temporary help from selected retirees. Serving 
a3 the project manager in this effort the Chief of Personnel Management Evalua- 
tion has developed an extensive action plan, discussed it with all management 
and: personnel officials Involved, and is using it as the basis for malcing the re- 
sponses to the CSC on-^their evaluation report. 

SXAKFX35-G A:?n> -MA3STPOWER fXI-H, /I— 5, 8— lO) 

David Hector's work In estimating the Bureau's mani>ower needs (Hit 1) pro- 
ceeded on a full-time basis starting April 4 for 1% months. For the past month 
he bas been assigned, to the President's Reorganization Projc^rt, but e^cpects to 
'be able to continue the forecasting work on a part-time basis using the ADP 
data developed In Albuquerque and available Just two days ago. Al5!0, the Realty 
Personnel Study* GS-llTO. was completed and submitted by Dr. Taylor on May^ 
16 to the Office of Trust Responsibilities. \: 
- Our efforts to obtain the services of either a retired CSC official or a Rureau 
program officdal to taclde the positive recruitment program assignment (HK 2) 



iiaW been tuisncc^^ While we Imve submitted tlie ^^^^^^^^^^*^lSSS 
to^ansaxudal ltoiiaj:ement for budget purposes— for ^TP^^^'^^^^tjS^^t 

jS^?^^Sa^?JSi>^'rtS^ese ^^Ic a^„^ents xai^g a serious 
^Sestlou of Bureau comudtm^t^md^^ormant^abn^. . ^ meeting on 

Based on tbe woxdt accompHshedrdurii^ the April 19-21 ^^^^^^r^JT^ Xet ' 
**s^^t^^re Indian candidates for natural resource and engineerto£_ oc- 

S?5SmnniWoner. On May 2T"memos were ^^^^ .^^J^^^^^^^^^S^oS ^ 
re^«rtinff th^ comments tOj^tliree weeks, and to aU tribes for their reactions, 

r^^S*SS2;^ve now been i«^ed on r^ctdriiik and r«xdv^ 
.tiOM^mSsTiud on qnaliflcatlon determinatl<»is of ^^PPli^a^ <S? 
SS^d^i^ tribSl^onsnltation on personnel ^««« <^„^Si,S^;f,,^ 
^^iSfted^sed on o<»iments rec^ved. A training course improvins O?^^- 
SSS^S^Te^^dbook X-llS is readytobe Sl^ent^ all staffing chiefs, 
who in turn wiU serve as trainers back in their r^jectlveA^ , ™«nd 

TTork on draftin*: <inalification ftandard^drfines has^had to^t^ 
priiwity to. Other tasts. StiH, development of guldeUnes for tribal Operauons 
^S^GS^SsfK^e ccwnmenced after the determination was ^^L^^JJt 
S^^anSidte app^^te f or Bureau positions ; .and the excepted standard 
for PoUceman. GS-08S, has been sent to the field for comment. 

' CL TBAXrerSG AITD DEVELOPMEJCX (TTn 12 & C 5A> 

The first two personnel management -communication T^<>r4=-'=^*'^C™„^-^JS 
beinc held for the Muskocee and Anadarko Area Offlceson June and 2^^4_^ 

r^Srtivel^with ItouR Kabel and Paul Lorentzen ^^rrfnir as.^caxtat^^JChe— ' 
^^^^^sfor an othw' Area OflBces have been scheduledforjOie-P^rfoaf 
SS?^ AuKust S-12. with the two facilitators dividing up the^schedide and, 
Se^l^pSS^^Office ioininc several sessions. By the end of Aufmst 
SSr wo^LhS^are ecpected to be held for the Eastern Area OflSce and the Cen- 

^'^^S^on discnsions with Ted'T?jreii^e"on loii^ for m^- 

wrs CG:5A>^wori: has proceeded in developins <a) Orientation for ^wS^r- 
^ndehts and <b) Orientation to ManaKement forjlfew ^^aimpere A f^mn worl. 

of field and CO managers has been identified to meet v^athm the next 1-2 
So^stofinali« all details so tiiat tiie first ^^^^^^^^''^^.J^P^J^^^^I^ 
l>e ready to be civen In October. Much useful written_materiaLas^heMig-gaaiered 
fJr^Sblew^lSoth dentations; ahd-TBe crossHmltural awareness training 
tnodnle-has^ been completed In draft form by Bud Shapard. 

n. I»0SIT102T atATTAGEMETirr -A:N-0 Cl^eSIFICATIOX (IIK T1A-D> 

Based on the criteria established in the CobamL^sioner*s ^^'^r of Mar^^. 
position classification authority was returned to the Sacramento and AlbuquOT^ 
AresL Offices. The Brancdi Chief also made brief orientation visits to the Ai- 
huouerone, Navajo and Phoenix Area Offices, ^ ™„«*,«-<;«i*»ti<- 

Xhe BIAM policy material on orjcanizatton planninjr and position management 
Improvement procedures was sljmed ilay 10. A policy memo ?°^F^^^^^^^: 
curate position descriptions was issued June 2. Other T»licy/s:uideHnematjwrf^^ . 
beine developed for Issuance shortly covers accretion of duties as a^«^<^P^" 
merit promotion, classifieation procedures to l>e follow^ed in contracting situa- 
tions, and distf nffuishinj? between new and sncc^or positions. ^^^+r„^ 

Technical assistance efforts have concentrated heavily on the opera tmcr per- 
sonnel branches in the Central Office .-»nd Albuquerque, pespite this major re- 
source allocation, continuincr work has been accomplished on classification grmue- 
iines for WC positions. Tribal Operations Officer GS-»r^. taw Enfor«-mentposi- 
tibns, SSocinl TVorkers GS-Slo. Superintendent GS-340. Administrative Officer/ 
Manager and Title Plant positions GS-063. ^ 
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lObtlio lilt fiofli im olficw of (») improved operalionit rarthodjItKliniquM wch ij wint Jan 31, 1577.....:.. Mar. 17, 1977.. do: "W"]^ 
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liHliliitiiMjuchjfflpfOveinwbBureau.wide. . ' .. nthifDiuiiianoeRMiaL 
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(J) Mujkoset Area Penoniiei Office....... , F«b. 1 , m — '''■|yf '-i'""--"'- iS 
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' ■ \m offidii uimfiil 

tPnpMsp«iiieiiwi(pl)iafbr(i),iliovt.„ ; 

.VMvinmidditionalililliflUinbtrtaflilM^ «. do. — 

'Nii^ganiiiibdisibladaliilliii. » 

ii; ■HR4:OEVEtOILAIIOOP£MJEANINOWN lNTA» 

^ ' \ ■ ' ' — ' ' ' ' ' 

I^U Ful|haii),'Chiel. Bnncli olSbltinjand Manpower 



IMironAtttOlliwconpiitiinwotoryoflod^^^ ■. Paul Min l%pm\ Mpnienl spf^ 

': ' rnent pioffim. by ocatpitioiiit fidd tod todrM (indudinj Cooperative Education, cialitt:. 
6(id(etoProfes}i«i»,FiiUM^^ 

" jtndyPnfiiiii}); ' ■ ■ . • 

I OwtopwiMliMi for improved BufeauwideotiW^ ^.Mittedejiwdiinptopeil 

injlhiWMroB!h0doberl978). ^ development jpeoaliati 

U Provide rootliitiiiteiiiidflirritivefor:FY — .... lnar.l),19/7».;. do — 

;t8iiidoaiiiiQiiritit(stiinites'o(nianpoiw "sigiiificaat''occi:|iatioflallitld!'(resultin2 ."^.i,. „ do.. Floancial manaiementtpecial'ttl 

■ .tenHR-I),deteriniiieejtiiiiitadfi^^^^ ^""---^ 
,' biidietaiidceijjiijtllicatioiii. \ 

< Develop bajic requirements lor pfojmieiitria... - dfl;..^_„ ft «!»-» ' " 

5. Develop protram publicity and conUct netwrk for iocatinj andidafej -..do.. — -i;:...^. Projert leaoer^ol HR-Z. 

6 Develop application, joeeninj, and selection procedures - do. wercedw uwa 

7.,Oivelopi)rkplanlortiiinginiOflbflirdfiritintal»e'W'by» - -da. MercedwlwiMiid employ. 

men deyewpmcnt iptciallss. 
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l«M:TAKESnPSTO GROW INDIAN CANDIDATES FOR TECHNICAljSPECIALIST POSITIONS 
(I.L ENGINEERS,, FORESTfliS. ETC) 
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May 27 



HR-S: ISSUE POLICY GUIDELIIiESXN APPLICATION OF INDIAN PREfEltEl^"^^^^ ' . 
. — ■ — "(RESTRUCTUfilNG AND READVERTlSlUG WOKS) 

Patlie L FulM Chiel^ BfJiKh of Sia^'iiEaiiil Manpower 

1 PiMjw and ijjae mm in the form of a ''spotliihteii;' e«ai«ion,aiiJ Mplanalion of the Apr. 30, 157/ May 26, 1977 

Urn of Conjidenrtion" and "Jot Redejim" of «.BfAM 335, fimh and 
IntoialPlacejnenL „ 
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.''Oped.',: 1*^"^^ 



1 DevdopdnllqiiiLstiniiaid/tuideliM 

- (aiiiiiwljMd(iftlfO(na0.piot;ioolliciil»;(2)M^^^^ ' ■ • • , ■ '-y^'^;: 

;1 toll CSC; G)SwdiD|d(ifbrAreiJ,B^^^^^^^^ , I //•••^-.-.r.r.^vijl- 

:;:|:;;(5-110I: NDid^tepoSar^ajeMy dnfldavriopid........ «Jo '^^"•^^"^•••'•fSS5& • ^ 

■■■ — — - — ;V 'BfiKh. • ' ' ■ "* '■ ■'^■■"'■■^ 



CS411:Aftt«rKlorWHjeiKy:landafd);^ do.;.... — 

GS.3«:S»pwWeiil(«oilfri|MC^ • 

dtncoinniJfldalioMjroinftwjfOf iiiyjdditioittlfluil^^ mi\^^ ..--..f jpBniicn...—- 
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Pitlie Fiilil)ain,^itf, Branch otSbfliittiRd Minpower 



pfljitionjinBrfliwioJiidinexpaiBloflof OC' 

• :OlMBIAH335;p(W)Otw^ '^J^ :: i'-:. 



;t(liiillllf,iiidj8l^^^l0i9itnicwi(« — vCoininyoiierforliiiNio^ 

^Tiiiilwlniclflab^ • Wnncli.......... | 

;i)iiiiopidiidiiliofta5^^ • 

liflilOfllldWlllltliiVW^ V'"VVV 'wrT HiVlMRiirirkiT ' 

:pii4iii«iMiitforw^^ 'do ' 

;Owelopwkplwtoictt(nplSiil»^ • -i—: — . : y 



HIMOrttisSllE ilPOWED'p fOR TRIBAL CONSUUATION ON 

WLSELECTIONS , 

< .^htli«Fyl|liiiii, w^^^ 

ft..(»...iH*nu.rf;tamM( \ • ' m^M F«b.lO,19?7 Joyce Bnneli , ..'o,h,..' 

Kft^^ — 

' •• ^tCilie,:'"iop«iiiliiidiC 

,Rwiwc«nnnntjbKfc in Cenlnl Office .V.... - - — Wii^^- tojixafijio hid ^it-:' 

V • ' ^ ^ sponded, revised dnltniiriD 

:' I otttforrecommeiil 

.PiepifeiRdijjueyiuideliiie$.™l.««^^ -W^. ■ ^' 

RWWfitlSHIMPROVEO POUCIES AND PfiOCEOURB^ ' ' 

AND ORGANIZATIONAL SMTURE 

WoeF(aiice,Ch(ef,B(aiKhofWic8lion . ' • . 

M policy letter coirtilftlftg'M Jin-lS.W'? Jan.I2.., JiiiiejDeFiJiice.™„. • 

' .bureiiiwideon(i)propo«dof»ninW 

, JnHwolwflecoordiMtedieviewliybudjetjinipenteM^^^^^ , • / ' 

: i»lwotyficatifliidocBinentj needed, et i,. iiw77 F«hl do - .ComBienb beini reviewed to*' 

.;fl|)taia,d.reviewiwlcpnwiiUfliidiilt ■ J»"'31.13;7 FeU... , flo.-......™- ^^J^^ : 
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; , : ' :iiA.«(iiiii«it/: v;|^ 
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f iPii5»indbiipdicylittifO(iiiwi«^ — . .. — i...July3U9^ ; 

-MMUNGOPERWIONAIPROCW - ^' . ...''J 
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ADMINISTRATION STUDIES AND PROJECTS . ' 

DtFranct, Chief Jrandi of Clauificition 

itiMiii devdopmtnt specialist CS-inS: Issue position cblfalicfl juideline imk up Feb. 28, 19J7 Mir. 23. 1977 Bill Fcrlonz. ^tiS Ind^dffi' it ' 

leofMSiefiejindpfovidiniifadeMpoiilionmjM^^^^^^ ■ .: SVdew^^^^^^ 
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fad«level«oid8ncetornoH«p«ivijo(ypi»ilicfls,indjtandafdpiV u w«<iifiyn^*nriJa£it . 
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iujek'950seriei.afldis$uepositionclassiyoniuideriMs. , • , ' 0«Kom. , , SSfi ™ . 
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Apr. 30, 1977 Mar,Z3,i9// " '"p^J^"'"** waluation reports in FES tor- 



6 



njatlisnei . . 

Frank OeKona. - Branch lUtf 'mernben Apr. 4:, ; 

Work ta date indlcites -initiil, ; / 
lectors require revision and:; 
issuance oT new draft tuidelint v 
for comment June 16: Discus- > 
siortsproceedinireiradecon-::. 
trottina lactott, possibUity .oT 

_ , . "AsstSuptposttions«----^=^' 

. „ Cms Adams Sampltpd sand eviLstilementr > 

Aut 31, 1977 Aaams..-...-.- ^^.^i^e^g^, n,,„je„ of varioua 

CO projram functions to be J 
« consulted. 

. . 10TT ^1-^ Bill Furlonz.l......».- Ken Fredericks. Field mp^con- 

July 31, 1977 AS" V ^ runwij..... ^^^^ Poittand,. • 



BiPinpand Aberdeen. 



iM DW AND CONDUCT COMCATION WORKSHOPS ON PEBSONNtL MANAGE- 



'/'IMpiorlttliopMiw^ rib,28,isn v. Dou|Rib(l ...Dicl(G(ibbii)i,iuiIyZyiKltliriM 

. . / • FIlClWOIIldPMllOfWtWl 

ii: iMNlD(nitiiid|itiiiiwtthNpo( Wy'moum^ Mir. IS, 1977 DouiRiM Tnlninf oHicir, Svmo'iil l» 



^ IMitfmMt&Uit^^i^^lktumm^tm Mir.3U977 Mir.22-2< DoutRibei Don Ron, BiOInu, Ed liMdtN, 

Poitliiid,Clllinioii,$ie» 

■ ' ■ ■ " mento. ■ 

i IM Md nlNt OiniM to 2 due to budttt "cnincli") fieiliHtors f nm witliin Buinu Mtf;'31, 1977 Apr. 1, 1977 Dou( Ribel Siint u (1) i^Vi , ' ^ 

iTiMlMmliycofld^ ...Jyfle30,l977 Juiii20-24 PiulloreiitNii,Oou{ 

Ribel. . 

riMplniliilxhidtileofiwrlubopiM^ Apr.30.1977 AprJ. 1977 DouiRibd.. Twtninedlicilititod 

ICoiidoetiiOfWi^iflillAfMi^ Jul/U977,ind ....DoutRibitPiyl Lwi'Biyhiilli. . 

, onpt Loienlnn. ■ ! . . ' ■ 

: ;C-SA: DEEOP AND START CONDUCTING MANACn OR^ 



,1 Idtfltlfy ind Klect ID outsidiitjoiirct perKn/pritniatioii to develop .coune lornit md Jin. 31, 1977 Teb, 10, 1977 Doui Ribel ^yl LortntziiL ' 

(ontwt •* ■ , 

I EflectcoiitiKt wit!) m do Finindil MinKeinent 

lObtiinpioductiiwiiiiine.... do„..» Coirtnctor. 

4.ldti)tifyiiHtniclDniRd|ittl)e^ do Do. 

I. DMlopKlMdiilt oi^ientttioA iiniOM ind uti ol instructon do InstNctOR. 

Illlfliiitorttdofl^^^ July 31, 1977, ind do. 

■ . onjoinj. 

V "Apt 4,1977:.Dti(jii{ Miitli dijcuolofls beld with sliir of diviilon of self-detemiinition do Wayne Cittttin, Jiy Sui{ei; tb 

: indiipttrDin cootnctinbreju^^^ . Ron Kramer, it PiuI Lb* 

and be coordiiiatedwitliinanatefnaflttriioini needed for 0^^^ , rentnn. 

9^ Poniity ol ttthi ioternal BIA lesogrces for courie deveiopm^^ 

uplored. 

Oivelopineiit of lodiin oiltiire and history, nodule stiiti; dnft module finiihcd June 10 Apr, 4, 1977 do. John "Bud"' Shapird/ tribal 

1977. ' sovernmenttpecialiil 

Jiine K, 1977: Development of two orientation padiaim proceeding, for new Superin* do Paul brentzin, field and CO 

teodeitt} and loimmaoaiea Small work (roup oi field and CO rnifliteis to tinal^^ inanaten, 

details so tbattl'jtiiuion} can be hildtlis fall ■ —■ 
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OW CAUffil CMNtSIPAIHWAYS FOR MAJOR TYPES Of MANAGEMENT 
' ' POSITIONS 

' Pitliifyl»lttio,Chi«l, WofSliN 

lW.iw«f«™inothrW(onfe«^ 

■ ^ikt jpedft typ« of MMWfflMt posite (for eample, AMDifKtor.Suptfln- 
* " offidlS «^fSX'?ih pitwt oUh«. P«itic« have 

OwlflpliitilnlteiMpMi/Pitliwyi. . .^^ 
. SwdlBidrtlbtoippfopfiitiMMlwaMO™^ j' 
: Sl(«MeettiiyiM^ ^ 



Louii Baytiyllt ^ ^ ^ 
((iil»n,APMindC$C. 
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U,S. DETAXXME^fT OF THE I?,TERlOR. BUREAU OF XnPXAX AFFAZBS. 
/ AlEMOILAXDUM * • 

To : Acting Deputy Commissloxier. . 
JProm : Project Manager to tlie Commissioner. 

Subject": Keassessment of BIA^s Action Plan for Personnel ilanagement Im- 
* /provement: A Plan to Turn BIA into an Effectively Managed Instrument 
for Serving Indian Affairs. 

Management of tbe Bnreau of Indian AlTairs is cliaracteri2:ed by lack of 
accountability^ responsibility, discipline* respect and morale. Bnreau manage- 
ment,, program and personnel ofBcints themselves identify and exemplify tbe 
same severe intern^ management problems today as they did a year ago when 
the Action/ Plan for Personnel Management Improvement was developed and 
^opted for implementation. The recent reports of the American Indian Policy 
Ilevlew Commission^ the l^ouse Committee on Appropriations, the Souse Inves- 
tigation on School Construction and Maintenance Programs, and of the U*S* 
Civil Service Commission all reach similar conclusions regarding the need for 
drastic improvements in Bureau management* 

This timely rexutsessment of the current Action Plan has again made it 
apparent that no &a^ie improvements will occur in Bureau human resource and 
X>ersonnel function management until these ocnrrxil management problems are 

- addressed. These problems-relate to : — ^ ^ 

Clariiled mission and program objectives : 
Accountable program planning and evaluation : 

Kesi>onsible organlauitional structures and manpower allocatlon/utiliza- 
tlon ; 

I>isciplined communications ; and 
Bespectful conduct and program commitment- 

These principles of management are generally alvsent in Bureau opera tions^ 
and the concepts are even foreign to the thinlcing of many Bureau personnel. 

With new top management leadership* an opportunity* now presents Itself to 
turn the Bureau around so' that it becomes a more effectively managed in- 
^ strument for meeting the needs of the Indian people rather than continuing zo 
^"f ^^.^ attainment of program objectives l^eca ns g^ of tln^ T^r^>iTi*5t r>T^ 
institutional problems. A three-pronged Action Plan addressing ftmdament^'l 
improvement needs in general management, hiiman resource management^ and 
personnel function management has been developed, is outlined in the table 
of contents, and described in the attached report. Ag:iiT>. ♦Ms Action Plan in 
no way claims to or does address all problem ureas of ^ i.u internal man- 
a;;ement. But it does indude^ those considered the morT: % r ^ and severe, as 
viewed by the Bureau's own management, program and j-y-t^r,^. .mel officials. The 
Assistant S?ecretary for Indian AfTnirs f T>f*siCTi:ite> indlcatfcj^. that he wanted this 
reassessment report as soon as possible, and with specific recommendations 
regarding who, how and when for implementation. In addition to such specificity^ 
another objective from the b<">dnnin^r was to malce the rea<???essment report so 
comprehensive that it replaced ^except for historical purposes) and expanded 
upon^the 1976 report. HeneO' niipr^wlices have been included which list all si>e<dfic 
actions in timetable format, arid ri^fer to persons and groups with specific skills ^ 
and ^resx>onsIbIlities for Imx^lernestation, ETenco, also, the extensive use made 
of quotations from last jear's reprhrt. 

A ba57lc change in infinagnmont valnes, expectation??. <!ense of commitment, 
and behavior must now start for these steps to more from paper to reality. 
The main ingredients ml5:sing 5^0 far have been an under-standing of management 
concepts, a sense of respon5ubility ownership, an ability to risk confronting 
and deciding problem Issues, and a sense rvf urcency^ Behavior modeling these 
leadership traits in the internal management of tlje Bureau must now become 
standard. - ^ _ 



er|c . ' .^S3 



By caUins upon tiiose 30-40 Bureau employees really IdcnUfiable as beln£ 
lmowled«S*le% manacement and committed to Its improvement, top manage. 
^t^Sm^rm tbe wS&nc nucleus of needed Bureau expertise 'of, ^« 7?^^;^"^ 
tMt X^ce and project teams wnicU wlU develop and »tart implemeuUng the step- 
S^pTopewitlonaTlmprovement proprams now called for in the general mau- 
<S2a^t ^^;.and prSvlde the needed revltaUzed commitment. OlrecUon and 
l^ership In tbe Human resource and personnel function inanagement a:^s. 

TcTSwalistlc. it must be recognized that most people inside and putside Oie 
BmSau dTnot beUeve that this -re-instrumentaliz»tion" of BIA ^PI^^^ 
SidTfor various reasozis, many do not want it to. Many employees, from man- 
JSe^ to S^^^ ffe^ th^n fundamental change in management concepts 
SSS^lSi^JJSrSS deprive them of "benefits" they currenUy enjoy, and wouW 
mean that they themselves would be required to change long-stwiding and com- 
fortable conceptions and conduct patterns. Of course, they are "Js***- -^f^ 
intereste outside the Bureau, despite their frequent criticism of present condi- 
tions, realixe that basic management improvements may deprive them of long- 
enjoyed positions of power and arenas for present dealing. ^ <«*i«nt«» of 

^Iso, rrignillcant proportion of aU ^'^<>"» »^^*>^J«i^^^?l,J?f^5,^^ 
the Bureau's -InabiUty to effect major ijanagement on the beUef that indiaM 
SS'f???' They attribute the sins of mi«uianagement— lack of accountablU^^ 
SsponsibtUty, discipUne. standards, equity, etc.— on * P^rceiv^ <^nstitutional 
Incapacity ot Indians to understand and exemplify these '^majority culture 
cSSSpte and principles; or. at least, an unreadiness of Indians to do so at this 

^^'S^Mom however Is it mentioned that the American people, the ^Federal 
nof^rn^n^W^^e Bureau speciAcaUy have not given Indian people many 
Sp^lSSSS^ to 1^^ about anTput into use the concep^^^Ji, ^,^5^^^^^^^ 
Management— much less presented them with go«>d examples to '^lo^-«^*5 
SSS^ The natemalistic. autboritarian, and "client"-demeanlng patterns of 
SS?OTment San™ment prevulen for decades In Indian county can hardly 
S^'^^s^Tred^e blst management .school f'>^,Indians, or^any^^^ 
mav more rightly be said to have represented the tfH>-easiiy _1^^^ 
dSdrableW^ of American culture; and too many of the '-pupils did learn 

^'^Se^a^'^ jriiu^r-"^^^ of dedicated, able T-r^on« in the B^axi 

«i-^^n J&^r^Indiin and non-Indian, managers and clerics. Wittiout them, 
tL^J^au? options would have come to a standstill in the past traumatic 
i^^^^bled ^^ Thi.^^ r€ass^^ report, rather than causing blame or 
CTUt^^lSa?S^n an7l>o^^^ is motivated by the hope that V?^-f\-^^'^^ 
fon o^paWUtSfof this work force will He given the <>Pj:^J^y^^JtJ;^^^ 
SrecTed and motivated towards more effective ^^''^<'l^'>Zii \r i^ to tux 
organi^tion n eeds to be "''^"^^^..f '^f/Tf^ thS^cSJli^^c^S 
effective instrun^nt for mission acco^ 



nnroSt^l5?^?"%S-no^^^ ^'^^^V 
aS^ ?hoS^i^Se t; S histor>-. mission and environment-the Bureau of In- 

^"ir^f Si?eSrS,a" Thrr^SSUed and expanded thre^partA^^ P^n^=^ 

and central Office direcTors. reqtiesting them to do this now. ±ne copies, a 
ready for immediate dispatch. I>Avr. T^RF.rcrzKX. 

Attachments. . 

Bea3Sb:ssme>-t of 3LVs Acno>- I>i..^r. for I>HKSoxNKr. M.vr.AG=ME:cT 

I MrRO\-EMKXT 
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expuziilea vorsilotti* of oach of the thrt?^ flemcntj* of the currotit l*lan : 
General muzui«:extteuc^ llumuu lU^s^urce luunaseuicnt^ and Ter^uuel yuuctiou 

Tbe iuiplemetitatiou of the total reaMHOtsifted Action I^hiii wilt xuovo the Uureau 
signiiUcantly towards Lm^^couiIu^ au eCTectLvely umrmi^eU ori^anlauitiou. 



It ha^^ bcen 17 months since tbe Bureau and the l>fpartiuout ^^lirned Uie Agree- 
ment for taJclng actions '^to correct aad improve'* UIA pernounel uiaxiuKeaieaC^ 
and desii;;natea a full-time I*roject Matia*cer •'to coordinate and direct" tiiese 
efforts.. It Is a year «lnce Bureau maua«:euieat started to review anU consider 
tlie Project Manaper's report and recommendations. And elfcht months have 
elapsed i^ince the resulting: BIA Action Plan for Personnel Management Im- 
provement was approT€?d and be^an to be implemented- 

Durin;; this time Kl;cnlficant changres have occurred In the top manacemcnt 
of tlie Bureau: Four different indlvidnalH have lieadctl up the Bureau; tliree of 
tlie ave Central Office directorates have bwn in an **acti«;;^ status for varylnjr 
lenjrthW of time: *ind four of the twelve Area I>ir€?ctors have clianiced. In the 
Central Office persK)nnel function, the Chief IH^rsonnel Oflicer, five of his ^even 
Itranvh Chiefs, and a majority of the p^-rsounel HiKxrialists ha%*e assumed their 
duties rturlnj? this i>erioil — In most ca>*es cominp in from outside the Bureau; 
and tin* fimction txnn l»een reIocate<l orKani2:ationully ^ntl reonc^nin*.-!! Internully* 

But nwist Importantly in relation to the timing of this rea>cMesHment^ m*w top 
nianatrerK are now on the threshold of aMsmnln:^ responMil*nity for tbe Bureau. 
Their xihiliry to turn the or^raniacation around into an effi»crive managed In- 
fit rumen t for serving? the Indian i>eople will to a Innre extent depend upon 
their awareneHs and nnderstundiii^c of the scojm», nature and intensity of the 
current internal manacement proMems* of the Itureiiu : and upon thelr^ Identifica- 
tion and use of ^*ome realistic nietho<ls for addrrMsinj; these fumlamental prob- 
l^zns — rather Thau the development of ccwnctio npproat^hes to cover up symptotns 
and evade i>rol>lem ownership. 



Tlie r;2-pose ^eiMirt and recommendations of last September was bas<*d on 
Imlividuul inter^-ie^vs with the top I'Mi inana«f^rs, r>m?cram and personnel oflft- 
cials throiijrhorit the liurenu. in addition to a wide variety of ; :,tten material- 

This reassessment of the Action Plan i.^ based primarily ou the thoturhts ant* 
riewK f^xpr^scKl by :JOO Bun au manapement^ pro-am and i>ersonnel oflJcial^t In 
i;i tliscussionr-i of the Burenxrs manajrement problems and their pos$;ible solu- 
tion.-*, liold tiroufchoTit the country during the period June 20-Aujrust 3X, 1977, 
One of these *"iK»r5*4jnnel nianaprement comraunicsition workshops'* was comluctecl 
In each i*T the \v€?st<_-m Aiea Officer (two in t!ie Xavajo Area), i>lus one for 
tlie CenTmI~Ofl[r<^ and Ivasf eru Ite*rion combined. In each case the 20 po^rtiolpants 
consiPte<i of the Area I>ire<'tor <or his nctinjr) : ^selected ^Vi^sl^tant AI>*«. I>lv^j 
s*on/Brnnch chiefs, Sni^erintendents, and Administrative Manaprers ; and 3-*> 
X>ersV>nn**l offloe staff meml>ers. <Tlie Indian/Non-Inclian mix turned otit to 
Ik* r, 40'"< ». ICrich of the t:\ crouiw worki^l up its ovrn a^^enda of sijrnificant^ 

prr»blem areas, discussed each issue, and developed its own api>roaches to what 
(if anvthincr) could be done. 

Tn adflitton- the rea?5sessment take<^ into oon<id#*rrtf ion certain key documentfs 
that have app^^ared since last September* i.e. the reiK>rt and l>acki£roun<I material 
of the .\meri<-aa Indian Policy R<^view Comroi-^sion, including: its BIA Manage- 
xnent Srtidv : the TTonse Committee on Anrfcroi»riationv report of .Inne ^- 1^>4 4, 
on Indian prosrrams*: the I>ecember lOTG Souse Inve^^tisration Report on School 
Constmetion and Maintenance Procrrams of BIA: and the Civil Service Com- 
ml?*sion"'3 evnlnation report of April 12. lOTT. on the Central Office*^ orjraniza- 
-tlonal n nits in Albuquerque. . ^ 

A finriT ^*nrr^ of information naturally r^ns^ists of the aaily dealmtrs of tne- 
Protect Mnnajrer dnrlnr the past year in helping to develop and implement the^ 
AWi4»-i I'lnri rbrou:rh xvorkin;r wit!i Bureau mnnaffcment, program and i»er55on- 
tie! offic-ials. 
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Tlie September report IdeaUned IT major internal »ia=*^enieiit probl^ns ixi 
Bfl£ bas^ on tbe ^ws tbe Bureau ow.-t managers an«i personnel ofBcxals. 
Tliese axe suaanarized and listed in Appaidix^- . j 

-same basic internal manasement problems/«^ere once again id^tofied 
by~^260 management, program and per^sonn^ officials tbis sixmmer. The prol^ 
^^r^^^^Suenliy ^entified in the workshops -«rere lack of effective 
^imSSaSoSr^^tion of xoles and responsibiUties; manpower aUo^tion 
Sdn^^on metHods; prdsrain planning, direction, evaluation, and account- 
abllitv ; tbe dear Sureau niissioni* and objectives. - 

Ill Jf^^ problem areas may be cbaracterized by five pHrases wbi^ came 
UT>"^^ and again irrespective of tbe particular topic or issue b^ng ad- 

2?eSSr a>^ck^f aSoSSJ^Uity, (2> I>ack of responsibiUty, (3) r^ck of 
di^pline. (4> Laclc of xespect, and (5) I^dc of morale <demoralization) _ 
^Sie iSt of accountabili^refers to tbe absenc- witbin the Burea^ ^i^'^^fS 
defined, stated and imderstood missions, objectives and program goals t6 which 
SSmSSr^^^ii^ their actions and. for the accomplishment of whzch i^ey axe 
SSd f«x>nStoble- Every manager struggles with feeling of orgaiu2^tiOiMa_and 
?SnctJSal isolation and bf "being on bis own." with neither ^pecta^^ns d^ed 
no^ performance evaluated since meaningful objectives ^d^pro^^iJm standar^ 
are absent. l>efinition and understanding of roles, organizational relationships, 
and delegated authorities are generally unclear so t^^a^^ pmpointm^ accounta- 
bilitv in itUlf becomes difficult and frustrating. Sy now the very concept se^^ 
foreign to JBureau thinking, and threatening to various institutionalized modes 

^'mS^iS'S^SoSSi^ is a logical consequence. Bureau personner wonder 
w^ shoiSdWn UT> CO responsibilities and behajior for whzch tiiey axe 
^nvinSS they would be punished rather than rewarded. The Bureau's ^ue 
S^Sem^d Stitutional culture prescribes conformity to avoiding any actions 
SSS^wm the status quo"— be it setting ^<>^^^ ^^^^^^^^ 

^,ndat-t standards, maintaining discipline regarding rules and regulations, pr 
?^°?«ntinTba^managemcnt"problem3 and making timely de2sions :Nobo^ 
^e^^ owner^in behavior either modelled above or encouraged below. Since ac- 
cSSiSSiSls n?| demiided and responsibility is sbLunned, Bureau employe^ 
?SSS^S»Tgers to clerk^are adept at <^Pi°ff 5^^^^,^ o 

tiOMl atmosphere of non-communicative non-owner^hip trfTresponsibilities^ 
SSen^^Ssed. "Xobody says anything to anybody." Most persons _ by now- 
?e^ it ^SSd^ too risky to become "controversial" by acting responsibly and 

"*^The liS%'f discipline a natural outgrowth of the institutionalized^am- 
tud^ d^CTibed above. Discipline implies defined purposes, meaningful actions. 
S^d^v?5S?^be?^5or consonant therewith. »^eau Personnel tod^an absen 

th^e orereouisites. and hence lack incentives to behave in a disciplined man- 
nli -SSy S SSiSl^reatest models of undisciplined conduct at ^^^^^^l 
and above them, be it in the form of abuse of alcohol and houi^ of J^" 
mortil^nduct, misappropriation of funds, misuse of Govenmient proper^ and 
Snt«i<Sfau«iority, et^— many instances of all of which are talked about throug^-^ 

^'^ThS^l^'^f Respect is for both the Bureau, its leadership, and for toemselves. 
Working in a S^re pervaded by non-accountability, disregarded for r^on- 
Sl^liti^ and lac^ of dl5^pline, managers often attempt to create islands of 
-e^oSt^ound th^^^ indivldnal organizational unit or functional areas— pn- 
bT^^ongly di.-5tssociating themselves from "tbe rest." be it the Centr^ 
Offi^ nSiex Ar^ Offices, other ardencies, other functional programs, etc. 
SSr*to^^s -non-contami:^^-^- may not actually "^f. "V^™nteti^ 
l.,5iding. but it certainly does lend additional momentum to t^^f^^^^Sj^*??^ 
isolation T^-henomenon identifie<I above. In the end ^^^^^^^^J^J^^.J^^^^ 
bitter taste of lack of self-respect— for being part of an organization in such an 
a lvSi<Si stace of incapacity. "The best ones have left or won't 
firS^lSce— what does, that make us?" is a frequent final conclusion heard in 

**'yn^-k"S mo™ie:'?r de^nomlization. is a unanimous judgment made by Bureau 
TV^S^nn?! in taking nSit their organ ixntion and themselves., J^Jv^^^X^^^ 
t>o^e^th of this feeling is expres5=ed by such phr-oses as "the death of the Bu- 



realu^ -and **tlie iixt of znaxmip.n^ sl ilying orsanizatlon/* Tvranagery are generally 
<*ozLviiice£L tbat little, caxx or will be done to cliange tlae organization's efFective- 
ness, and are interested primarily In escaping and malcing themselves invisible 
in tlie meantime- WXtht morale at tills state, the xisnally predicted feUnre of 
any attempts made •^o improve"* becomes a seUt-fiolfilling prophecy; thns pushing 
/ morale down still another notclu 

IV. KEXATXONSIHXP TO PEBSOX:XEX M^i^AGEMEKT 

The purpose- for dealing with the internal management situation of the Bureau 
today^ and of zeroing in on the essence of its improvement needs^ is the same, 
now as it was in the September report : *The way in which an organization 
obtains and uses the people it needs to accomplish its work — and the effective* 
Bess with which it thus performs its human resource (personnel) management — 
is directly related to the general management condition of the organization.*'' 
(p. 3) ^ 
^ It is fin illusion to tl^T^Tr that effective personnel management can be developed 
'hx an organization which^ by the perception of its Own managcsment and personnel 
'ojGBcials. must be characterrized by a profound lack of healthy institutional /and 
organizatiana; values, principles, concepts and behavior. If the very fotmda- 
tions or ^^institutional glue** reqtJtired for any organized human activity to be 
functional — accountability, responsibility, discipline, respect; and morale— are 
to; a large extent missing,, improvement efforts mii^it address these antecedent 
^es^eral management issues at least simultaneo* with any improvement ac- 
clbns' attempted in personnel management. ' 

-This hpLs still not happened in tfie Bureau^ and thus constitute the main rea- 
son for the Truly imimpi^essiv^ record so far in making fundfunental improve- 
ments in the personnel ma na gement sphere* With the general management 
conditt^m of the Bureau as described, above, it is only to be expected that Bureau 
mana^^^ent has not yet : 

"Dnderstood and accepted its ownership responsibility for personnel manage- 
ment* §ince managers in general liave not been exposed to the basic concepts of 
maniageizient (including: i;>ersonnel management), it is^ difficult for them to 
own sonfething about which they are mostly xminTormed- 

X>eveloped a system for allocating and utilizing manpower resources according 
tojprpgrant. pixoriti^ and standards; and for building orgajiizational/positioii/ 
gr:rae level structures around program objectives rather rhan around^*personal- 
ities. politics, and my^s." .Since*the principles of program standards and orga- 
nizational effectivtoess are not generally part of the *'real life** of Bureau man-- 
x^j^^ment. f ew managers can be expected to accept and use such '^rfsky" devices 
even i^they are aware of them. - ~ 

Identlhed andhP^lanned for meeting the Bureau's manpower needs. Since the 
concepts of planding and iieeds assessment are not part of general Bureau man- 
agement it is **putting the cart before the horse'*^to_ esipect effective Implemen- 
I tation of manpower planning to occur. ' ' . * . 

^ -^^stablisbed an effective recruiting sy;^tem for obtaining tJle kinds of persons/ 
slcLHs needed — :through positive outreach methods, a cultivated network of man- 
power sources/ meaningful qualification standards and n^ppraisal techniques, and 
motivational orientation a!nd initial placemen^^rocedures. *='F'ew n^anagers are 
acquainted with these responsibilities and techniques, feel any ownership of 
the issues, or hSave- enoujrh iiistitutional comra i tm ent;/^re^pect to help build pro- 
grams for bringing on board Vthe best:*T. Those who *do find little response or 
effective as53istance from within t^«n?ersonnel function- - " • , 

Identified the Bureau'^s maior^training and development needs in all occupa- 
tional and programmatic areas;, and- started to operate a system tO; ensure that 
such needs are being addressed* Given the general' management condition, it is 
at least understandal>le that training funds often are used to permiJTpersons to 
*'escape" temporarily from duties, prepare themselves ^better to **escape^ per- 
manently from the Bureau, or ''hide out" as>an altemative to confronting per- 
formance problems. Management and personnel officials" seem equally incapiable 
of understandijig the integral retetionship between^ program effectiveness and 
human resource development, . .1 _ : - - — 

Develo ped and 'ii seil 'na'^ o ommunlcation which ^promotes timely ip^icy 

formulation and effective isjmance* The jre^er:il management state of ifsolation 
and lack of respect usually results in littleVre*ipon>?o to solicitation -of views on 



draft policy ; £oxmxiIa^n and. distribntiojQ of Traitten policy issuances **too late'* ; 
and non-^zreceipt by numy and non-conformance by almost all to wliatever wrirteu 
policies fbially emexs^^ Since effective common Bureau policies and procedures are 
mostly absent in tbe *-real world'^ of daily Snreau uusipess, it is visionary to 

e"<T>ecr them to b^ pre^^ntri^ t-^x^ ^pt^r^umrk*^ Trtq-n^g^mpj^r ft-r^J^^ 

Dev^oped and implemented a personnel function cbaracterized by tbe sysr 
tematlc setting of objectives based on operating program needs, efficient work 
metliods and ziction processings innovative use of pix>i'essiottal and. tecbnologicaL 
. toolK, and effective leadership Tto. Bnreauwide personnel program planning and 
evaluation^ Managers are generstlly not only not aware of tbis full conception of 
t^xe; pers<wnel funetion and tbeir need for it^ biit (wben aware) acttuiUy opposed 
to taking tbe many ri^ks it would involve to bave one element of internal man- 
agement; of^&csLtG in sucb a coordinated, problem-confronting-and-solving» 
*^ocking"tlie-boat^ fa^^bion^ , 

This brings us full cycle back to management's lack of o^sershxp responsibuity 
for personnel n:ianagement. The rrt^-rL Btireau motivation 1* and 1:1 and S muntbs 
ago for going along with a i>ersonnel management improvement pnjgr^m and 
for adopting the current Action Plan was two-fold: A desire to get tlie Civil 
Serv^ice Commission and "the I>es>artment off our backs;", and a fear of what 
even *'worse** mi^t happen if tlais Action I^lan approach, was not agreed to- 
2Ceither motive was related to an awareness of tbe need for examining and . 
changing any ba^c Biixcau management attitudes or behavior* 

However, only by confronting these fundamental issues and systematically 
facing up to the urgent need for such basic changes will either the Buretiu or its 
I>ersonnel management be able to serve effectively the interests of the Indian 
people — whicb presumably is their •'reasons for being,*' The challenge L^; to turn 
the Bureau around so tbat a much larger proportion of time and efforts and 
funds in the future are devoted ins trumen tally and progranunatically to meet- 
ing the needs of Indian people, rather than institutionally and problematically 
nt present^ to its own mana;;ement defects, ^ 
' As stated by the House Committee on Appropriations on June 6 : 

**Xhe Committee believes significant changes must occur In the or?»nixntion 
and oi>ei ation of the Bureau itself before improvements will be realfeed. It is 
clear iro the Committee t±iat reform of the Bureau of Indian Affairs will not be- 
an easv task . . . The predicament of the Indian i>eople of having to rely on an 
org:miiation which is more concerned witii covering up its inadequacies than 
in fully meeting its trust responsibility without a viable alternative to turn to 
must b^- changed." ^ * ^ 

Most persons acquainted with tbe problem and this: challenge, including many 
' Bureau managers, do not belie\-e that this significant change and -re-instrumen- 
taliMtion** will happ^^n. They feel* the situation is; too complex and lonc;standing, 
and that the required ac\.lozi^ woi^ld be too controversial and traumatic, for such 
a change to take place in the **real world/' \ - ^ 

Certainly past eaperience would support this view. The inability of the Bxirenu 
to confront, face and own up to, discuss openly, and make and effectively imple- 
ment decisions on basic management problems has been immense, Xow these 
presentlv ^^on-confonming''^ behavior patterns need to become tlie ">i^ndara 
- operating procedures'* and the institutionalized manas:ement system of the 

''^^The^ethods jfSd means for accomplishing suc^k an endeavor do exL«:t and have 
bf^n used hv other organisations facing^:;the siSne problems, which are neither 
unique to tlie Bureau or unknowii in the world of organiMtions. The essen^al 
factors to success are management awarene^. commitment^ and modeling 
behavior* ^ 

V. ^^ECO^rME:s^>E:I> Acrxor?- pt-ajc for GE:?rERAiv M:.\?cAGE^rKXT iirpKovE^rE>-T 

The September report identified five jreneral (d^ nianaixement impr»^Trement 
area*^ that needed to be addressed <pp. 25-r30>-^ in-order for the human resource- 
<HR) and personneL?nnction f Pr"V action steps to have a foundation for success^ 

^TSTone wf tbes^five basic steps baf=: been taken. In mostjjistances mana^em 

that little-could^ done about th^e -improvement needs until the Bureau had 

* T>ermanent leadership. ^ *• ^ 

^Tn view <yT the pref^ent management <rondition of the Bureau, the sense or 
urgency to adopt and implement an Action Plan for General Management^ Im- 
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prDvement should be intense. The foUo^^'^^cr action steps* inclticlin*^ those previous- 
ly identified as well sts an expansion l>^t»t^d on thii* current reassessment^ consti- 
tute Tninimnm agenda for meeting the trhuUengo described above. 

G 1. Ejfftahli^h an etFet-iix^e institutional focuJf foT intcmcti manaf/c^icnt iPP- 3J— 

**Xhe Bureaii must have a line offici^*^^ responsible solely for its own manajire- 
ment ... The type of institutional fu^^ction not ctirrently rt»ct>^i;sed and i»er- 
f ormed in olearly focussed and struct^^^ position Is that ^renerally referred to 
as ehief of staff- This person, servinj* *alter e^ro* to rlie top nijinaser on internal 
management matters, <*nsures that the ^^;ran ligation develoi»s and implements? the 
policies, systems and procedures needed in the nr^a^s of aionetary, human/ and 
physsical resources. * • • 

••Time i.^ not occupied primarily with ^^^dividual ca.ses nnd day-to-day <inestions 
arisin;r for settlement': but with the- P^^ciples and policies (e.g^. on oiTraniza- 
Tlonal arrangements^ aUocatioa.'of resou«^es, and iiiformation managing metliods) 
pcox-iding the underlying foundation resolving these aerual cases.'* 

A draft i>osition description for this role has l>een prepared under the cu^rront 
Action IMan. Presumably the position title would 1^ I>eputy Assistant Secretary 
for Indian Affairs (Management), as di^tlnguLshed from any >;imilar ix>sition{s) 
concerned -with programs and their ox>ei*^tiom 

As soon as the position is established* a comprehens v and exact exi>lanati.»n 
of the nature and scoj>e of its duties si^ould be made by the Assistant Secretitr> 
to tht'-^Bureau work force, which would effect serve as the long-needed coiumit- 
ment by top management to the ba^sic <^ncepts and principles of manacrcxuent : 
Systematic objective and standard ^setting: program planning, developniont. 
oi>eration and control base<l on acco^utability : organi^KXtional and resource 
iitilization basetl on 7>rogrammatic olije<-tives ; coordination and communication 
for T^rogram efficiency and efCectivenej^^ • and program evaluation with appro- 
I>riate arul timely folb^w-throngli actions based on levels of achievement. 

02* E^tahliHJt and. operate nn analyticd^ P^offra7n in the i^^ OrgaiiizatiOTtnl* 
Martpoicar alloration /utilization^ an<l (c) TForJv w^tlio<l9< area^ (PP- 2e-2T) 

**The Bureau does not have an efTectivo. clearly jdentifiefj system for ensuring 
that organizational ajrangrements. allocations and utiliication of manpower^ and 
worlv methods being xised are consistently studie<:I. analyzed and changed based 
on shifting program priorities, improved technology available, and the chauging 
realities of the Bureau*s environment - - ^ Thi^v^nalyticJ^ J function woiild ser^-e 
as the *eyes and ears* of the Bureau's iJ^temal -rnan^iSor [iu these three manage^ 
ment areas! ... / 

*'At tlie present time some Areas and agencies are eT^perimenting and taking 
various actions in these fields, but in i-'^olation from other parts of the Bureai: 
and with no Icnowledge of similar or different actions taken and results attained 
elsewhere- The general feeling is that th^ Burean as an institution Ls neither inter- 
ested in nor capable of providing^leaderf'tiip here," 

If, as seems apparent, there is to l>e ^ top level Taslc F<*rce convened to study 
and recommend new organizational aT^^ngements. roles, and relationships in 
-the Bureau* the institutionalising of at^ ofTectivc* continuing "^urexru capability 
in these* three basic, nianagement area^^ l)ecom*^*s even more crucial. The oppor- 
tunity presented by the Task Force apP'"oach should be gi'asjieii to gather from 
within the Bureau*s own work force th<^*^^ comparatively, ^ew individuals f what- 
ever their current titles or geographic locations) who have the demonstrated"^ 
backgrounds and committneixt to' these J^^inagenient topicf= — ►and form them into 
project/ task force team?* to identify— the^^riority analyrical^.<sues arid develop 
alternative proiK>?^ls/soIut.jonsi This oi>^^ation ci>ul<l then 5=er\'e as the basis for 
such a continuing Bureau functional vin^t attached to the r>einity Assistant Sec- 
retary (Management). 

O 3- T>€stign and. conduoi a program rr?aiu^^^^n opf^rafton ( PP-^'^—^Sy „ 

•*S>ince the_JBurea,ii_ha5^e^ a clnrihcation of its 

'ba"?^Tc' ful>Sion and is now engaged in x>roducing a mission stateni'^nt together with 
the framework of program responsibilities flowing therefrom, the required foun- 
dation for setting standards of operation will pre«nimably ,e:ci€rt* The importance 
of carrying through this' mission and vcf^ponsihility defiuition work cannot be 
emphasized too greatly. It should constitute the number one priority of Bureau 
management, leading then to the development of program standards against 
which actual operations are evaluated ou a regular and periodic ba^is.* 
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**As Ions AS Bureau managers are nncertaiu of tbe^sults expected and for 
-SEhiiSx they will be evaluated, the undisciplined. nature ©,t-operacions a^ cha«c- 
terizedl^=ne&e^znanaeezs.J±iems^Tes -wiU continue to prevail- Tj nderstandms 'w-toat 
"ther -will he held a«=OTmtal^^!orraiidr«iea^h^Ut_s<>_ac^^ through p^iodic 

evaluationa; managers will have an. opportunity toVdenwjifeLial.c tli*:*t_txins.mana^ 
serial abilities, and the Bureau to judgre its managers on the basis of more oojec- 



senax aoixLues, SLEK2. uuts x>ujr«=ii.c4. (.v ^uuow ■ ■ o^'--^ ~— ziz - 

tive and relevant criteria than at present." , , i!.,, , ' , - r t,-^^ 

The missibTi statement effort srtoppod last fall. It .«bonld still be tiie simple high- 
est priority for the Bureau. ilana;;ers, and the full work force. luurst hear clearly 
and loudly the official statement of the Bureau's reason for bem;r. y^ith its attenil- 
ant major program responsibilities. At present, sincerely and m desperation, 
many managers throu^out the country have coined their own versions the 
Bureau's mission — ^and they are at wide variance with each other. An urgent, 
concerted drive — ^involving: Bureau, I>epartment, and Indian tnbal officials—to 
complete this work from last year should l>e a first order or business for the 
Assistant Secretary for Indian Affairs. Upon issa:. .r-e. the statement should then 
b*» explained and discussed in meetings through.i^iit the Bureau, to help to rebuild 
a sense of conamon purpose and ownership. t^-t-.-^ «-5«.i,t« 

Some movements towards developing a progxam evaluation capability within 
the 3Bureau have taken place. BTopefuHy the ro^te will not be followed which 
turns the whole job over to "outside escperts*' without using the opportunity to 
tap the Bureau's own program expertise and tlni=^ to tise the developmental 
Phase to build a sense of commitment to and mvcp-rship of the final proaucts 
with which Bureau managers will live. *Task forcps [of appropriate Bureau pcr- 
sonnell in each of the major program areas, presumably with participation by 
Indian tribal representatives, could work simultaneously on standards develoi>- 
ment; while the system and procedures for program evaluation were bein^ 
developed on a project basis." (p. 2S) x 

G 4^ JD&veJop a communication /team -worTz managemien t siyle^ Jjpp. 2S-25) - 

'The management problems oE the Bureau addressed in tliis plan will not l>e 
changed significantly unless a more cooperative way of doing business becomes 
<>tandard operating procedure in the Bureau. :rhe organization needs to have its„ 
significant Wnagement problems brought out into the open. examm^_ and dis- 
c^ed bv the responsible managers in a tean/ atmosphere, and resolved in such a 
maimecthat commitment to and respect for the decisions made are the re^lt. 

"For whatever reasons . . . it is^ apparent that communications in the Bureau 
have typically been conducted in a highly formal, close-to- the-chest manner. Fer- 
sons to be affected by policies are not srenerally involve*! m the dehberations lead- 
ing up to their determination : and decisions are, made in managerial problem 
ar^ with-littte input from those living directly wxth tbe^problems. All of ^e 
symptoms characteristic of this style of communication ^^^g«ment— gr^t 
d^ndence on rumor and grapevine, intend skepticism of the /^iru^and 
eauity of the decisions made, nouH^omm^fanent to. or owner^nip of the results, 
and much factionalization and intetSQicr^trife— are visible in i^e^ _ 

"ivrana-^rs do not seem to recognize a communication responsibility o^ tJiis 
rconsultationl type or to be aware of the unconstructive resists of the meai^ 
thevdouse . . . SiSce communications Is a factor of snch more fundamental ele-. 
ments as trust and gesieral value systems, a style more conducive to a^^flecUve 
of team work can of course not be mandated for an organization. However, a 
conscious decision cow be mdde by its managers to adopt certain methods and 
procedures which wiU start generating cooperation and mutu^ty. ^^^^^ tend 
to turn the situation around into one of more and more interaction and receptivity 

^ ^'^■S'^^SSlSn^tolfone of the many management problems_of theJBur^is-more- 
-dependent- upon-the-esample-^trby-the top managers than ti-^s one of commum- 
^tions. Suecifically; -the Assistant Secretary for Indian Affairs needs to : g 
EnSciateSearly and explicitly "his concept aud-poUcy of comnaumcations, and 
hirSp^lions of subordinate managers therefor. This POlicy issua^^^^oug 
pro-SeTguidelines bn the nature and use of various types of meetings ; J:he use 
of a^en^ and minutes of such meetings; the use of various upwaxd^and down- 
wa?d^^SSl<5lon devices; the obligation of renders to ensure that comm 
SSonTSt^only are sent but also received and understood ; and on similar basic 

elements of organizational communications. 

that^ managers and supervisors are promptlyvgiveai the opportunity 
to bSSme^waie of the^idples and techniques of effective Interpersonal and 



ocgaxiizational commxiuicsLtlons^ series of worksbops devoted to this single topic 
shoold'^be condu<^ the Bureau to meet tliis urgent* training need; 

^~^tocluding specifically tbe — , -^.j 

■ ^ // "Serve as the model and sample of effective communications which the 
; /Bureau needs so desperately. And talce * appropriate action when subordinate 
I ma'T^ngers— ^having now T>eeu trained and biaving a model to follow—do not fulfill 

- C p. In stitute: o^wana^Fentic^t tfet^cZopmenf proffram (pp* 29-30} ■ ■ 

,7 : -'iThe Septenaber reiport <»illed for (a> Management orientation^, including orien- 
y - tation ta.^ndian. history a^ culture, for present and new managers ; (b) Guide- 
lines^ for career development into managemeint positions; and (c) Identification 
and development of management potential. 

Progress nuade so far in this area is limited to the current plan to conduct a 
: one-weelc orientatiou programr for SO new 'Sux)erintendents in November; and a 
. similar; orientation for some 30 new managers the following month— with the 
'intention to continue tiiese orientation sessions in the^ future. The former program 
win be almost entirely subject-matter oriented (trust, non-trust, and administra- 
tlve issues — ^which 'obviously is greatly needed), and wHI not-address the Identi- 
fied need : Xlxposure to t he concepts and principles of management, and to Indian 
culture and history* TVhat the latter program wiU include is still being decided* 
In fact; given the present management condition of the Bureau, any manage- 
ment training efforts made at this time might well be thought of as a superficial 
axidM^osmetic approach* What the Bureau^s managers first need is to Ixear and 
experience are what they are being held accountable for, what expectations re« 
garding responsibilities are being levied upon them, and what reward/value s?ys- 
tem will be used for Judging management behavior. Without any- change in these 
frmdft mentals from the current condition^^managers would xmderstandably con- 
clude that any training in management would constitute so many empty words 

whiidi had Uttle to do with actual practice in the **real world/* i 
Attej^ tbat> a massive effort at orienting managers to management shotxld start, 
. using-^whatever inside and outside resources are appropriate* such, as already 
eTiHting TnHuagement courses offered by the Civil Service Coniimission, the Amer^ 
ican Management Association, ete^ supplemented, by* discrete training modules 
tailored to the Bureau^s specific needs, such as cross-cultural awareness trainings' 

role and. attitude training, etc- 
• To start* the needed changes in the "real world** as mentioned above, <md prior 
to the massive management orientation program for all managers and the de- 
T'elopment of career guidelines and a system for identifying .management poten* 
tial — ^all of which are very much needed-rr-the following three ad^tional steps 
should be adopted and implemented in the Action Plan for General Management' 
Improvements 

G 6. lyefin^ and, enunciate expectations re conduct^ 7>c7iavior, and programmatic 
committneTit 

Xop management owes it to Bureau employees and the TndfnTi people to mnTce it 
very -clear what the Bureau and the JFederal government expects from every 
employee in the way of appropriate conduct and bcihavior on the job, and of 
commitment to the fundamental mission and programs of the Bureau* The As-^ 
sistant Secretary for Indian Affairs is the proper official to fill this awareness 
gap in the current Bureau condition. Xhe values that urgently need to be enun- 
ciated and modelled by management, and heard everywhere, should "cover such 
. basic obligations and responsibilities as r 

Conformance to hours of duty and leave regulations. The widespread abuse 
of official starting and quitting times, limch periods, and the leave system is 
Icnown and evident Bureauwide, Those supervisors/managers who attempt to 
**live by the book** are generally punished in various informal ways. Many man- , 
agers apparently sincerely believe that hours of duty standar ds d o not apply to 
thexxiselves ; at least their fiagrant abuses are known by all* With no perform- 
• ance standards for their work and few models of proper behavior to follow, em- 
ployees are left with the impression that there .are no enforced expectations in 
this area. They must come to believe differently* 

. Conformance to minimum standards of conduct during duty hours. Case?: of • 
excessive drinking and ''playing around" with female emplbyees during tbe^^e 
hours are again the subject of wide knowledge in the Bureau* And again, model 
behavior and dear statement of expectations are largely absent. This need must 
/be met. 
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Veraloxir prevalent iiTinaiiy places. 

f^S*^J^^T?S?SrSS^ ^flS^^oS™tormodel ax.a for p~dn^ 
in Oie Bureau. To oe the' i>rograin must start witli the 

concrete results la imprOTing =^?^«^^^_£%S^'^es 
Ijleh^ mamagement lev^ and workdo^rrwa^ ^ 

A. Bureanwide progxajn to f^^^^^-J^ifr^^^e appropriate Itepart^ 
fandB, property aud e<l'^P'^«^^J?lti^^4^S£ IiS fcom^he Bureau of 

^^^^^^^^^aSr^el^mSt^ J^^o^«SS 
SS^^^at^n^ authority. Gove^ment^^ 

' cipline and morale so gr^tly needed. ^^^„ +y.^- -.rijdsitirxs ''doine right." All , 
bureauwide system for l^''';?;^^^;^^^^ 
employees should be made to ^"^^f^SStlSS^ S t^dlSlSge their obHgatious 
abuses, and 'l<>'f ««ff ^^^^tSf^^S^e Sn^Sly ^£e^ as en- 

as Federal empl<>^e^^lettis^ should be caref^ 

couraeement of "snooping" ana ^^^^^^ *>;«r-,^t-<*r.«fli Twmefits to the improved 

slonal gripers." - _ . 

G & crUxrifv or*janiraiionaZ roles and relationshxps . ' 

lationshipe. delegated autixorities^ and^ ^S^tottlbSic K>irand function of 
tional arrangement of the Bureau. ^^^^Jn^^ls staffrather than line Cother 
the Centr-' ^ce some yea™ ^^J^^^^},^3'^^^^^^^^^&Vf explained 
thai, the ^^^^P^^^^^JJS^^."*?^^^^ ISd^advi^/guidance 
and has not been ^^^Tf*^ i^*:^™^^^ to aSent In mZst fxmctional areas as 
^^rJ^tSe^SSS 2Sl^<d^SrS'^^^^fSS'iany C«.tral Office officials 
^rS^SS^^nlf^e?^derstood nor accepted their new role. 



Similarty^ Area Office/asrency relationsliix>s are frequently deterioratiiigr andL 
jreneralljr abrasive. There i» no consistency amon? Area. Offices on basic orjraniza- 
tioiu metJaod or~opeEatiozu.or maM The very concepts of line/ 

stag> d^egation or axitibtority bxit not responsibility^ and ooordina;tion/communi- 
cation amon^ aad' across ▼r^n^f^g^m'^^t levels are foreign to many management 
a nd p rogram offlctalB- 

While' basic' organizationaL changes may Tvell be needed for the Cnrean to be 
able effectively to serve the Indian people in the future, it will accelerate the 
present deterioration if reorganization comes first rather than last— only after 
definition and clarification' of mission, pro;^am res2>onsibilities and standards, 
manff^ement accountability and responsibility^ values and expectations^ and ef- 
fective commxmications.and conduce Also* to help amy reorjjanizaticn to be more 
meaninjrful^ the proper roles ajid relationships of the present organ iTaitional 
arran^ment must first be discussed and determined. As it is riow^ the misuses 
and misconceptions of the present arrangement are too frequently considered 
the essence^ rather than as perversions, of this arrangement. 

The^ single -most important point made in -^th is* reassessed Action Plan for €ren- 
eral Slaxjkagement Improvement recommended herein is this: The action steps 
embodied in Cr 1—7, which address the basic internal management problems of 
the Bureau, must be trndertaken now and first* Only then will a reorganization, 
effort know **what Is being organized' for **what purpose.** 

To put this **cart before the horse** once again in Sureau history, may well 
prove fatal this time* _ 

Ilotc to implement and, timctaJflc 

How can these steps be accomplished? It is imi>erative that ont :>T the main 
resources ta be drawn upon is the Bu3reau*s own employees wlto hav the. demon- 
strated backgrounds and commitment to management cohcept/princii^es^ — as^ al- 
ready mentioned in the more specific ajrea of O !2- 

The A5^istxmt Secretary for Indian Affairs should make it known that a BIA 
Action X*lnn for General ^lanagement Imi>rovement is being developed^ and that 
most of the persons who will be called upon to work directly on this challeng- 
ing assignment^ will be individually selected from, throughout the Bureau: Man- 
9^^s:ement^ program^ and administrative officials, and non-snpervisory employees^ 
irresi>ective of current title or job — ^who are considered by experience/education/ 
performance to be knowledgeable and capable in the management area. 

These 30-40 persons will work in task force/project teams under the leader- 
ship of a General Project Manager reporting to the Assistant Secretary. Outside 
resources— e.g*. consultants/experts in. technology, the **state of the art,^ the ex- 
jjerience/methods of other organizations^ etc, — will be drawn, upon as desirable 
and appropriate for each action step- 

For each action step, a very detailed plan for accomplishment will of course 
need to be drawn up showing nature and sequence of each sub-action, planned 
starting a^id completion dates of. each, and person Cs) responsible for ^*doing it,*^ 
similar to the format used in the pre^^ent BIA Action Plan. Also, iperiodLTc prog- 
ress/status reports would be made by the General Project Manager to the As- 
sistant Secretary, pointing one any appropriate changes needed in timeframes,, 
responsibilities, etc^ based on accomplishment levels and altered circumstances- 
In the beginning these reports would be very frequent (e_g_ weekly} in vie'^r of 
the initial pace and urgency required. \ 

Xo assist^ this effort, the actions reconamended above are summarized and 
listed in Appendix B, in a general sequence/timeframe considered appropriate, 
and with leadezrship responsibilities and participating resources indicated. \^ 

VI. KE:aS5%661^ ACnorT PX-A.:^ for irUMArC KESOXTECE aXJ^TS^AOEifETTT \ 

Of the 12 action steps recommended last September to address the Bureau's 
.human resource (HR.) management problem (pp, 31—46)^ lO were adopted by 
management and included in the current Action Plan for Personnel Manage-\ 
men t Improvement, \ 

As indicated below, while there has been some movement in most of these prob- ^ 
len^ areas^ in general this process has been of a more i>eripheral than essential 
character, i.e. words rather than actions^ and paper policies rather than effec* 
tiye poli<?y implementatloru The major reason for this is the lack of management 
awareness of the human resource management concepts behind the problems, and 



Hence of commitment to tli« uraent implementation of tbe improvement ^actionst- 
Bureauwide, few mauaseuient and projcram officials have either lioar«l^of tbe 
Action Plan Or understand that Ic lias any connection witii tlieir responsibilitie!>. 

Stili. or tlie tbree major elements of the Action Plan, tliat of linman resource 
management bas received niore attention and shows more accomplishment than 
eithc- of the other two < general management and personnel function ma nafro- 
ment) The following reassessed Human Resource Management Action Ploji 
brieflv summarizes the current status of each step, indicates what further needs 
to happen, and recommends tlie adoption of ttiree additiouril action steps for 
wh.ich the curreut review demonstrates a hi;ch priority need. 
HR 3^ Drvclo^ and. start oprroftnfr a maxtpoicrr ptrccns*tinfT systC7n (p. 31) 

"While evervl>odv talks :il«>ut the ninnp'>wor tli- Kiirenu net-ds nml the diffi- 
culties of flndiriK^^uallrivVi i>er?;ons. no s^ srenmr ic effort ha.«; heeu made to id.Mitiiy 
more specifically the numbers and: kinds of Tk.- -sons needed to staff the Bureau 

within a given future time period. .... ^ • - * 

"RecofTuizLng tb« '?riflieuiries and um errainties inherent in trying to forecast 
these needs wim a degree of ^iK't-itieiry . . . The Bureau still can and must produce 
->»all park** projections sulfieienrly valid' to .serve as the basis for major staffing 
nction program. Bv using broad categories of manpower - - . and comparativelv 
flexible time periods - . . sufficientJy accurate estimates of- the need can be pr*>- 
duced for the intended purpose. . . - This manpower planning operation .<;hoaxd. 
be- limited initially to job categories oonsidereil sLgniticant Bureauwxde from the 
srandrxjint of exr>ected difficulity in filling needs." . - , 

One detailed manpower study has been made — ^l>y a former BIA ofScial through 
a purchase ortier under the auspicies of the OfBce of Traist Responsibilities and 
coonliaated witH the Action Plan — of one critical occupational area (Realty 
'^peciall'^t 0?i-1370>. Xo action has resvilted from this report. The overall man- 
^K^wer needs *ttudy called for was j-tarted in .Tune by an employee on loan from 
another Federal agency, and srf>pped 1^4 months later when he was reassigned 
to the President's Reorganization Task Force. 

There are persons in the Bureau fand of course outside, to*?) who could -com- 
Tjlete this initial needs survey, ami then design and implement an. ongoing man- 
power forecasting svstem for the Bureau. Since the major thrust of most of the 
JIR action steps depends upon the completion of this initial effort, it is fmjiiay 
bordering on dereUction of duty for Bureau management not to ensure tliat the 
proper person (s> be assigned at once to this ta.«k and assisted in completing it. 

j^YX.^, Xnjttitute a. positive rccrti it men t Mff if tern (p. 3p) 

*-Both a conceptual/attitudinal and procedural change is involved here. . . - 
The policv should be adoptcnl and clearly stated that functional managers have 
a responsibility for keeping aware of and in contact with the mam sources of 
their potential manpower; while personnel offices mtist work closely with ma n- 
T'er^i to provide helpful procedures and assistance In developing and ^actually. 
d«iwing from these sources. At the present time, managers and superT,-isors not 
onlv do not understand that they have this responsibility, but often believe^ the 
svstem- actually forbids them from contacting and cultivating those oi^anization>. 
^V'academic institutions, other government agencies. profe.ssioual societies. etc-> 
and' individuals constituting pr.tt-ntial sources of qualified ai>plicauts m their 

^"ii^^ljjj. p,),;itive recruitment svstem must address the requirement, not present- 
Iv l>einjr met for the Bureau to be knowledgeable of and have an effective proce- 
d'ure for communicating with potential sources of qualified Indian c^ndidat^. . - . 
The larger part of the Biireati's problem in filUng jobs with fully qualified. Indians 
:m not that there are none, but that cfTective ways of locating and interesting those 
who-do <'xtst are not being u.-sed. . . .'■ ^ -* 

In adopting this re<?ommended action step last fall, management expanded it 
t'" include\the establishment of a centralized inventory of Indian skills nation- 
wi.le. and a centralize<l li.^ting of Indian affnirs jobs avail.-iblo. 

pro-T'c^s ha-^ occurred on eirb*-r the Bureau^s recruitment system or the 
•i.i<Ution.-iT" nationwide skills/jo!»; inventor.v. Many persons with the r'^quisite 
- »ikiils j-xisr in the Bureini to start work on The varioiis parts of this action step: 
\,' (* was -?pecificallv reriiiested from an oi»erating proirram area. l>ut management 
said "ixo." A present effort has just started to at least draft a. Bureau recruiting 
brochure. 
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full-time project leaa^r must be as;sii?ne<l Lmmediarely to <2evelt>p tbe plan 
for accomplislilas: this cliallenjjiii;? taiik of syst^^matically attractin;? to rht* Rnrenu 
-tbe best" — ludian applicants with the risTht backsrounds aua potentiabs for 
the risht occupations in the ri?:ht ^eosrraphic locations- Every otlxer agency has 
its sj-stem. Even with the additional complicating: factors of the Bureau's image^ 
-Indian preference, and little past experience to <ixaTv upon — T^IA, can too- 
£CH^3* JJercIop OJtrf operate ait Imiiarv intakc-untL^evelopmen t program ipp. S^- 

**Even before manpower projection estimates and. the benetics of a posJitive re- 
crxiitment systencL for locating presently- fully qualified Indian candidates are 
available, it can be safely stated tliat tlie Bureau must commence a lar^e Indian 
intake-and-development program. - - * This massive staffing effort represents tbe 
kex to tbe solution of manx of tbe otb.er parts of tbe Bureau's complex I>erson- 
nel w«TYftg-<vnr»tfbif^ t- problem situation. • . * j^Jid unless tbe Bureau fulfills sucb a basic 
responsibility as developing: an adequate reservoir of tbe kinds of skills needed 
ior its own effective leadersbip and servicing role in tbe future, many will con- 
tinue to doubt its ability to fulfill its basic mission responsibilities, 

''Tbe prosram^ required calls for determining tbe specific types of target posi- 
tions Xor wbicb participants will be developed ; tbe numbers of participants need- 
ed per Intake dass' in ea<^ of tbe general occupational categories ; tbe pro- ^ 
gram's first year cost; recruitment, screenings and selection procedures: initial 
general orientation and training program for all participa n ts ; tbe more individ- 
ualiy^tailored developmental pbase of tbe program ; and a networksof specific un- 
derstudy, formal training course, nnd OJT e^eriences- \ 

•*For a program of tbis major proportion and significance, all possible and avail- 
able assistance must be utilized. . • . Tbe perceived reluctance of many jEndians to 
Join tbe Bureau — ^particularly ttose wbo already bave gained some work experi- ' 
ence In other organizations, and wbo a.re tbe cues p**rticularly needed — ^must be 
overcome. Indians already in tbe Bureau, wbo may lieet tbe program entrance 
requirements, must be remotiyated to become one of tbe sources of program can- 
didates/" 

Wbile a tbree-day training oflQcers conference last f:iil was devoted to dis- 
cussing tbis action step, and wbile tbe Bureau is attempting to obtain mani>ower 
ceilings ^JQd money for a FY 1^79 initial program start — no concrete steps liav^ 
been taken* Everyone agrees tbat **tbis must be done/' but most wonder if it willi 

Indian intake-and-development constitutes tbe core of tbe ctirrent Action I^lan.^ 
Bureau bebavior so far does not indicate tbat management eitber understands ^ 
"-^^e urgency or is able to follow tbrougb on its paper commitment. Many needed 

Itial actions could bave started witb no need to await a decision on additional 
ceiling spaces and money- Were tbere an effective mani>ower allocation/utiliza- 
tion system in tbe Bureau, wbicb identified over-staffed organizational units and 
functions based on program priorities and standards, even more" tban tbe lOO 
ceiling spaces xmder discussion for fiscal year 1070 would be found — ^if nowbere 
else, among tbe bundreds of vacancies tbrougbout tbe Bureau. 

Unavailability of ceiling spaces^ money, persons available to serve as project 
leaders, etc^ seems at tbis point excuses for inaction. Tbere ere -institutional 
forces in tbe Bureau wbicb for various reasons do not want to see an effective 
program for bringing in and developing Indian talent in a planned- Bureauwide 
fasbion. Tbis- mlgbt tbreaten' and upset many functional, organizational and 
tribal interests wbicb •'benefit*' from tbe -present mode of operation- So far, one 
must conclude tbat tbese forces bave prevailed- 

Tbe total staffing tbrust -represented by HR 1—3 — determining tbe manpower 
needed, aggressively developing sources of and searcbing oxtt candidates, and * 
bringing in and developing Indians tbrougb understudyi^nd otber metbods — -must 
be spearbeaded and coordinated by a Froject Manager, staffed by an action team 
devoting tbeir full time to tbis effort- and placed under tigbt deadlines by man- 
agement. Tbe present Bureau manual materiril on training descril>es many useful 
.means and metbods for identifying and developing employees ; and isolated cases 
' of intern, understudy, career development and similar endeavors are found 
tbrougbout the Bureau. 

But the total does not add up to a.plnnned. coordinated Bnroauwide program 
of suflScient magnitude to meet tbe ma>-s<ive need. Management and i>ersormel 
oflficials niust start fulfilling their responsibilities noic. 




■ ' . 270 , .... ^ ■ . 

JIR A. Take tftcp^ to i/rf^ic Indian oanaidatat for tcchnical/^spcctaZist positions 
i i,e. crtifincer^^ ffj^rcjsters, etc.) (p. 55) . 

-It mav be s:afel^ concluded now thut iRdians; are nnt proparins tliemselves 
for c4ree?s in tbe ensineerinjc and natural resources (forestry, soil science.^ range 
manT^eSii^ et^) fieid.^* sufficient numbers to meet either the KureauV «v«j 
Sitnrt^^S^ or those of ti, • tribes themselves. ^Nlany persons baye stated that 
SS le th55e hS been a dramatic increase in the past few years in numbers of 
Indian i^ple pursuing higher education, comparatively few are preparing for 
thSJ cra^? fi^dras dLstin?ruished from education, law. and social scienoe ?elds. 
j5:^heHnQe SSSJ however, these are the fields directly related to the all-sig^- 
icant Indian land base and trust responsibility matters. - , *^ 

*¥he Bi^eau must make^ those efforts ths.t seem only commonsensi«ul^to 
«bnn-e this^tnation. i.c as a minimum take deUberate steps to ensure that 
throu-b its own educational grant/scholarship programs Indians are^cou^eled 
anTencouSaSS^tocoTisider the opportunities presented by pursuing educational 
iSSrS^ms SSling: to these career fields. Certain specific inducements along ^ese 
lin^nSy ^en appropriately l>e buUt into the Bureau programs. Also, even more 
l»Asi<* iictions ^>v tbe Bureau can be taken, . • ^ , ^-v^ ^ ^ i^ 

V twSSav talk force meeting was held in April— with Central Office and field 
repr^eSmtion from Education. Trust Responsibilities and Administration 
functions— whicb resulted in memoranda being sent to Area directors and^ In- 
d?"n tribal chairmen containing various possible actions the ^S^reaAi could take 
in this regard, and asking for comments and reactions.^ Only 5,^f ^^^^^„f,^ 
spons*>s have been received : tribal responses were not due untxl last week, and 

"^'??l^'ret*^Vc^'n!^e^* attempts to address a problem which obviously reriuires 
a long-ranse plan of attack, certain commonsensical actions could start "nme- 
rt5a?elv wi?hiA tbe Bure:iu were there sufficient interest in the matter. There 
ba< bi-^n little so far. Airain. strr.ng institutional interests exist in opposi^on 
tr. an effort. And generally there is insufficient ownersbip of responsibility 

by management and program officials to conclude that anything sigmlicant wiU 

^"SlSeau management must select several specific approaches suggested by the 
April task force, announce its commitment ^-arrying them tbroiigb a^^ 
c-lenr responsibilities to the ^-arioMs functii.ns and mdinduals who mtist l»e 
p.-irt of this coordinated action step, and use a follow-through system wmch 
pinpoints accountability for progress or tbe lack thereof. 

mt n. Tsftue ffuUleUnr.^ on tTie application of Indian preference ircstructurinff 
and rcadvcrtiifittff positiojr.'i y {pp.S6-37y 

'•Clear policv and procedural guidelines must be issued re^rdin_g (1) Ke- 
structuring tS gradi level of pos-itions downward. (2) Readvertismg posi- 
tions when no quSlified Indian candidates have applie<l. and (3) Xot filling pQ,si- 
tions at all when no qualified Indians apply. .„ .„ 

- Vt present, each manager in the Bureau is trying to accomplish the twin 
obj^tives of filling his vacancies witb qualified people .s^ he can get his work 
done, arid at the same time apply the requirements of > Indian preference jas 
be uncKrrstands tbem. In tbe absence of Bureauwide guidelines m rbis respect, 
tbert^is wide variation in l»otb opinion and practice, from Area to Area ami 
agency' to agency, as to bow to do this without violating these requirements 
or b a vinrnndesirable effects on tbe work. , ^ , , ^- ^. i„ t„,4. T^,ii„„cr 

"On tbe one hand, some managers l.elieve they shotild hire nobody but Indians, 
and in order to obtain anv candidates even minimally quf»lified. will restructure 
every rtosition downward, advertise x>ositions over and over for a fourth or 
fifth time, and/or simply leave positions vacant for extended periods of time. 
The result is generally actual work disruption, with specific tasks either not 
^ettin- done at all, or done ineiTcctively or inefficiently becrns^e of the filling of 
so manv positions with persons in a trainee status. Conversely. otber.s are per- 
ceived .ns makins onlv perfunctory ns:e of these devices to get Indians into their 
TV.«ition- with the result that feelings and charses of continued discrimina- 
tion n-ainst Indians ::re rampiint and internal office factIon.-ilism is increased. . . . 

'•What i<J needed to make the u?;e of these tools a riiore balanced and con- 
sistent operarton in the Bureau is a poUcy statement wbich makes it clear 
that .\ " 
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A ix#lioy stat€*meiit tvt TliiT* type was issu***! in liiti' May, providin;;c ;5Ti5tlelnies 
for ma^kiii^c jua?:meiit>4 <wi tlu* m«Tits r>f ♦*n*-h iiKlividtuil c-ase* and. to «»nsiire 
thiit -=fiiiliire i3 not Uuilt in from rli«* bt*:riiinin«*' when johs are re^trtictiireU 
downwards and filled by trainees wbo f!ieii rccVive little as>;istance or trainin^r* 
S*> far tliere is little indication eiriu*r that mana;rer>i and >^ipervisors Iiare heard 
of these^nidelines or ttiat they will ever be ;riven an oppormnity to discu>is and 
understand them. The situation de>:cril>ed alK>ve has iii no way chanjsed in actusil 

practice, 1 ' ^ ^ 

^lore than tran^^mittinjT a tw^>-pa;re ^rnidolino front th*» Actinj; r>epnry Com- 
missioner will he neeiled to eCfec*t acttial cimnw.< in this situation* Xliis •^more"'^ 
would as a minimum consist of model /examj^le hehnvior ^vIn;r f*<^t in the C**Titral 
Office, of discussions tKrin^r held ainon?: man:i;rers iind iM>rsonnel oiBoinls of the 
2ueunin;r of the policy ;rttidelino, and of i>ers€>nnfl officers f!;howin?r visible leader-, 
ship in its application. Generally, none of these events have occurred, 

\tR F'urtJier facrilitata r^utj>lao^ni<:nt af non-Indians (p. 55) 

Xeither of these recommended -action sters were made a part of the Kureau*s 
Action l*lah- Whatever has occurrt-d so far in tln^se vital areas has been prini:irily 
at the initiative of the IDepartment and OMB) . 

IIR .Z>€Trr7op quaZificatiort ^tandard.'f/^uidvihiC-^ f^*r 7Hflfyor types of pOHitir^ns 
ipp, 40-41 ) 

*-Tliero are few qualification standards or jmidelines for the many types 
of positions in the Rureau which are either i»eiMiliur to the cr;rani2at^ou or 
riH^uire certain more si>ecific qiialiflcations within tJie minimuia Civil Service 
siandards for experience and eilucation, iirisin;^ fr<nn the nature and demands 
the Bureau V work. The development of these standards/^ruidelines for suclx 
positions as Area I>irecU»r* Superinten-I^-x^t. .Vlniinisrratix'C ^lana^er, and vari- 
tuis specialities in the Trust ItesponsibiUties and Tribal Resourees and Services 
area^ is of fundamental importance to tJie suec-essf^il implementation of many of 
th€»^other action plan steps. 

-The worlc to be done consists of a series of interrelated tasks : 

It must first be made clear that manaprers and tlie Bureau not only man deter- 
ntine the Qualifications needed for successful perfom^ance in Bureau 3<^bs — in 
jtrnplifi^?ation of any minimum experience and education requirements laid do\vn 
in X— IIS — but that they have the responsibility to do so. An explanatory and 
chirifying issuance reprardin;^ this responsibility and the j^eneral nature of quali- 
^cation standards should receive wide distribution. 

A ^reneral qualification pruideline applicable to all Bureau positions should be 
developed addressing: the factors of personal acceptability and suitability; and* 
where applicable {e.g^- managerial and other positions of - responsibility)* of 
' knowled^re and understanding of Indian problems and empathy with p:oals and 
aspirations of Indian people. . 

A ^reneral ^raideline applicable to all mana^rement positions should be developed 
around tiie specific -qualifications needed for nianajcerial work — those abilities, 
skills and personal characteristics not related to or necessarily developed in any 
fuiictional specialty- 
Individual qualification standards/sruidelines should be developed for eacb type 
c*f j>ositi**ri as mentioned above, built around the knowled?:es* abilities and skills 
neefled* and providing: examples of the types of typical experience needed (the 
'career pathways* previously mentioned) to r;nalify for tJhe position,*^ 

:?ix critical positions/occupations r Area Director. Superintendent. Tribal Op- 
erations Officer* E[ousin*r r>evelopment Officer. Vocational Development Specialist, 
and I*oliceman) were selected as the initial ones for qualification standards/ 
;ruideline development. *\11 but Superintendent are in various working stapres. 
Also, a four-pa?re miidance memorandum was issucnl in April addressinpr the man- 
asrenient responsibility to determine qualifications nc^eded beyond the minimum 
f'"s<^leftive placement facto--*?") and the matter- of acceptalnlity/suitability of 
candidates. * 

This is one area of the Aci'ion Plan where there is some practical manasrement 
in\-ol vf*ment. be it only primria-ily at the Central Offiee leveu However, mannprers/ 
snpervisors throu;irhont: th^ ?;nr<^an are often unaware of the natiire of qualificsi- 
tion standards* their respons-i>dities in thi** area, or the current Action plan. 
t2»rust. They typically feel that the whole business is vome my5rterIous and cumber- 



xsjxensXT ti^ needecl standards/ 

^ :S£ore thaii simply tb^^ S^e^SSSis based on anisconceptions 

saideHnes ^nrm be reticired to '^^^^i^^^.Y^X i«SerSdS^from tbe personnel 

Tbere remains a desperate neec._ior xxiec^^ relevant to all manasenal 

be appiaisea 

anaraiilcedand. (bopef^y ) ®^^^^r^~r_^ -onttinff bim/ber into sncb a posi- 
does not becomean e*fec^ve ^^^^^^J ^^Syb^- continne to set into, 
tion and bestowtog^a^ti^^ -e^^Kg^v an^^ frea^ently built in. 

manasement P<«i^<>'^-'''22LJ^?^^/^d^j5n3^y^ Indian problems, goals 

acti«>iistepBLB14MCOminenae<lbeIOTr. \, 

HR » Imp^e procca-re, /or aeter,ni^ina eJigiUltty - ana guaUficaUfms for 

tS^^ Omt *lU axe ^^x^MeXor d^fining^^e more 

xatin^ process* 
u **Xlie great contro^ 

bas been eqxiatecl l>y 
and: e<lTication» instei. _ 

^f'^'^S!,^^^ ^"^^"tn^tl^S^ii-es used in determining wHetber applicants meet 

blSSS^eredl'or ali positions where tbe Commissioner bas ^«>t del^ted^bis at^ 
nSiStoc a^ority <i^*key' positions). In every way tbis project sbould ^ne 
SSd d2?et^metbods to onsnie that no candidate finany hsted on a certificate 
cannot beexpected to perform the job satisfa^rily- „ ^ four-dav anaU- 

Trt flfWiitrioii to the April issuance mentioned above in I±±C a, a lour-aay qnarx 
fi<£i5S^?Si| tSintoVsession for all Bureau staffing specialists was held in 
jSv Sna^^Sons are now to take place in all Areas, for supervisors and 

JSeis^il^^el^staffing work. Xliis is one of ^Jl-^/S^^^^gfi ^For^Sx^S 
meaniiSKful steps that has l>een taken under the Action I-lan. t^or continueo. 
pi^^^moSt^S of the effectiveness of the Bureauwide implementation effort 

™Ho^^er^ttSre has been no movement so far in the vital areas of improving 
nrocedures of obtaining more meaningful information regarding applicants baci^ 
SSSS^d potential^ or in appraising candidates for "key" posiUons (e-s^ Area 
I>irectors and Superintendents). Work should start now on: , ' ^ _ 
- Id^^:Ang anddeveloping whatever re%-ised or additional methods are needed 
for g%"S2?^<Sinrful dSta on candidates' knowledges, skills, abilities and per- 
son^ acwtabiHty/suitability characteristics relevant to specific occupations and 

^^''^ibUs^g a more institutionalized pr.xcdure for locating and considering 
candidates for "key" p<>sitions- A carefully designe<' nnalifications inquiry form 
zeroing in on mana^^ertaZ qualifications, personal characteristics, and program- 
matic «immitment should be developed ; and the potential benefits of establish^g 
a permanent Management Appraisal and Screening Board, witn^pernaanent mem- 
bership from top management ranks and "ad hoc" from program/functional areas, 
should be serioxisly considered. i 



rating process. ^^,.,^Tr^^,^ ?t» rt^*^ Bureau refrarding personnel offices' 



10 J2ci»*«^c prAirv ffuzdciln^?^ for tribal consultation orv pcrsori^cl 

selectiO'hs ipp^42—'tS^ - ■ ; , 

= -To correct- the inconsisteiit maimer ^zii whieii consultation I^^^t, 
s^^oS^S^lS:^ place, and its too common pernicious effects, tbe bureau 
^^^^e^^^deSnes ana tben provide for implementing procedures wlxicb 

exLsure adherence in practice to the 5>tate<i principles. 

-S^^rfS^ a major chaUense for the Bixreau to -turn around' the ^rrent situa- 
tion xvhere ^consultation' in effect often mean^ ^''"^^^'^^^^^^^^i^^^ 
otoSa>^^ appointment of specific individuals, and the po^^ittons affected xnc^t*de 
SvOT^Sfe o^e S «x agez^c^TBureuu inaction ho^n permitted a3^enc:r emplo^ent 
ofS'S^b^ome an extension of tribal poUiics and f^<^ionai^ w"^^ J^^^^^"" 
disruptions and conflicts inherent in thL« sin:ati-n rc£iected;«rithin the s^-tj^cy— 
inst^a of agency employment operations serving as 5^ ^^^^^^^^^^^^ 
fitness principles of the Federal g-ovemment for the tnoal government iool^ to 
and emulate- This is esi>ecIaUy ironic in view of the programs aided and co-^ 
^wnsored by the Bureau for training- Indian tribal members m good pers^onnel 
Mna;?ement principles and pro^edi^res so they can return to their txibat ?:ovem- 

ments and start applying them,*^ ^ ^ , , ' ^ ^^^i^i ^ 

Draft CTiidelines were developed by a task force of field manasement official.- 
in February ; sent out for o>mment to Kureau and tribal officials : and redrafted in 
July for toi> manas:ement signature. They have not yet been si^ed or is^sued. 

JEIoweveiv few Bureau ruanai^ement and proi?ram oflScials have heard tliat up- 
<lated j^^dellnes are beinxr prepared- and almost all a^cree that if sneh written 
sidelines are issued, they will generally be ignored — ^just as most written issu- 
ances from the Central OflSce are- This would be particularly true of thes^e 
sidelines since no f ollow-throui?h or implementing; mechanism is built into them. 

Unlei=« manajrers start seein?: hcha^ior abox-c rbem chan5;e* and follow-throu^^xt 
exT>ected and demanded, they are not about to chanjre their **s=tatus quo^ — -which 
2*=*^ to conform to the wishes and demands of tribal and school board oflSciate to 
whatever extent tliese are expressed and institutionalized in each agency/Area 
Office- They are convinced that doin^r anything;: els^ — ^like *^he ri^rht way'* — would 
expose them to political pressures and retribution a;5ainst whicli they would not 

be supported from above* _ ^ . ^ , * ^, t 

Hence the issuance of updated guidelines, necessary as that is. must be followed 
by the far more difficult and meaninjcf ul step of monitorin^r subsequent develop- 
ments and takinjr ris^ actions that iruplement the words. Few l>elieve that this 
will liappen. Model behavior at top management levels-jnust come first. 
BOa 11* J>e7?clop and r^^crate an effective position manngcment/clasaiiioatiorv pro- 
gram {pp. 43— 

^Here is an area wliere one of the greatest and most difficult attitude and be- 
havior chanjcjes. for maimgers and personnel staffs must take place. It undoubtedly^ 
is true that many Govemmentwide classification standards Eby themselvesl do 
not serve as adequate bases for clasjsifyin?: various Bureau jobs^ and that for some 
types of positions no appropriate standard exists at all for this purpose, Tho 
remedy, however, is not to *damn the system' and classify by 'myths,' but to 
develop those re^-isions and 5?upplementary guides called for. The movement in 
this direction has already started.' 

**The actions necessary to establL^h within the "Bureau an operational system 
ensurinjcr that positions are s:et up and costed ont in an efficient and disciplined 
manner' conformin^r to le^cal and reCTilatory requirements, are traditional and 
multiple. Tbey include: I>efiains: and clarifytnjr-responsibiiities - . . IJevel^pin^ 
standards aiad guidelines - * - TTsinj: helpful tools to increase efficiracyi-err opera- 
tions . - . Operating: a cyclic audit progrram . • - Revising andr^dlerelopin^ ' 
Manual material * . , 

Since the Lssne of position clas*=!iflcation was the specific problem area which 
'*tri«?ered'* the March— April l976X:;SC-X>eY>artment-BXA a^nreemente and plans for 
personnel manajrement improvement in the Bureau, it is not surprising: that more 
woric has been accomplished here than in any other sinirle action step area* TTnder 
the current Action Plan the reconstituted and restaffed Brapch of Classification 
in the Central Office has r 

Issued Manual and policy directives addressing such matters as orsra nidation 
pla^nins: and position management improvement, accuracy of position des^crip- 
tions. accretion of duties as exec eption to merit promotion, implementation of the 
Factor Evaluation System fFES>, and classification charts — and is workins on 
several otlier major policy issuances. 
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JProvided tedmical ai*>a»tance to the fieltJ, covering botli individtial classifica- 
tion cases, specific occupational problem areas, and total JKjr^a classification op- 
erations. Xo a lar«e extent l>ecau£;e of this assistance, it has been possible so far 
to' return full classification authority (which was withdrawm f rom aU J^^a. Tn- 
rectors in April 197G) to six of the Area Offices, where local maaagement has 
■taken significant improvement actions of their own. . , ^ , 

Gondnsted a number of classification and wajcje administration studies ana 
projects in order to issue position classification guidelines, stancmrd/model p<^ 
tlon 5l*»«xiptions, and similar basic material for Improving the Bureau s ability 
to operate an effecUve classification program. While only a few final guidelines 
havebeen issued so far (i.e. Educational Aids- and Xechnicians, Criminal Inves- 
tigators, positions containing Contracting Officer Representative responsibiliti^, 
and w^e grade positions), many others are being worked on I" c??^^"^^**^ 
with the appropriate management and program officials, and with the staffing 

'"^S^encouraging as this progress is, there are few indications that there has 
been any basic change in the nnderstiinding and acceptance by managers and 
supervisors Bureauwide of the role of position management/classificatoon.in the 
management process, or of their responsibiUties in this respect. As stated last: 

^^Viost managers . - . do not see themselves as responsil»le for being acquainted 
with or ensuring the application of the factors whicli are to determine the gratie 
levels of their positions ; they perceive their personnel offices' newly-found inter- 
est in this ouestion as an^unnecess:iry over-utilistation of one of the most burden- 
some features of ^he system' without which they got along very well so far ; and 
thev see themselves as being made doubly the victims of circumstances beyond 
their control — the Bureau l>eing unfairly picked out as n guinea pig for the ciir- 
rent classification 'craze,' nnd the Bureau suffering bec:iiise of the ^stem s in- 
ability to recognize its special needs in classification matters, (p. — ) 

These ni^^eptions^d myth«— that people rather than positions are classi- 
fied that grade level is based on quantity of work i>erformed and. on declicatetl 
service that all jobs with the same title or at the same organizational level 
should be classified at the j«tme.g«»de. etc. — are as pervasi^ titroughout Bureaw 
management today as they Iuxvg been for many years. -,«t 

Further, manager*; genera ll.v do not want their personnel offices to ask any 
questions regarding the "what's" or *-Tvhy\s" of positions being established ^ 
grade levels proposed by them: and apparently are not taking seriously or imple- 
SenUng the ilanuul instructions issued in May regarding position justification/ 
review now required in the Bureau. They see no reason why the content of a po- 
sition description and their proposetl grade level should eye^ be ^^ffF^f 
ciassifier since "our word as managers should be enough." This despite the^fact 
- 4hat-all-GS^-and other reviews-f or ^^Tie i «i st-2-^^ years .li.^ve proven- thata>OSi^O^ 
descriptions are frequently outdated and inaccurate, position striictures often 
inconsistent and illogical, and grade levels inaccurate compared to actual per- 

"^^^^ri^^^n issuances and guidelines can continu- to i,e prepared and dLstrilmted— 
as thev will be — and the basic eonceptual/attitudmal problem will remain . t-^ril 
mana^rs hear wliat expcK^tations are Iv-ing U>vi*Hl on them, o-wvn up to these re- 
.^nsHrilities, and :tre evaluated and re%varded based on cfTcctive performanc*^ 
•in this area. 

HR. ncvelop antl corttTuct cnrnivtiniaaiion irorJ.stU^p^ pcrsoitncl 7uanagc- 

ment (pj>. -55— 

"Enough has been said above regarding the key role played by the conceptual 
and definitional aspects of the Bureau's personnel manngement problem situation 
- to make it evident that various means must be found to caur** changes here. Most 
of the action plan steps in the general management area are directly related to 
this problem. -by serving as a foundation for management's •'»<*<^J*5?'^ce ancl per- 
forTuance of its re.sponsibility for the health and effectiveness of the Bureau as 
in^SSSzatlonal instrument. Without these . the ?^"^^^"^^>^^?"°^l 
aSement problems will have little <-hance for being resolved. ZNfost often, ns seen, 
the soluti'^n demands close cooperation l>etween ma"^-*'^^ ^^"^TP^^^^^^^^J^^ 
Joint projects and task forces, and mutual understanding of and respect for each 

**-4n'*.^S'2S??r SSr^^'izatiDual part of the Bureau, managers should have the 
opportSity to sit down with their personnel staff and together discuss the basic 
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principles and policies of Fe<leral personnel m^thagement • . . The last tliinpr 
needeil nt tlxls time is an intenHillcatloa ot tlie Two liostile camps* utmo5>phere 
b4&tw^en manasens/sTjpervisors and tlie personnel offlces.^A progxam requiring one 
or tlie otber party to sit and be lectured to and *told* T^iU liave thiti xnidesirttble 
effect. Xlie prc^ram envisioned liere would liave as its cliief objective and benefit 
tbe brinsrins together of tbe two camps, to start buildtag tlie basis for tliat co- 
operation and coordination needed If personnel management prot^ems are. to be 
truly resolved ratbei: tban-just cosmetically covered over/' \ 

In the sections above xmder Sources or Information, and Cbara<steris5ation ox 
tbe Current Management Condition, the format of these recently conducted 13 
workshovc: and the nature of the discti*?*^''^^^ on general management matters 
have been covered. Xh^^ spectSc persr agement topfcs selected by the 

groups for discussion virere prlncipar rt'<:i u.i.aent/staffing, employee develop- 
ment/training, position eiassification -^^rformjiiace standards and evaluation, 
processing personnel actions, nepotism >^ eference, tribal consultation and 

pressure re personnel' actions, and supc - managerial training in personnel 

management. - 

In live of the workshops the loc-al manasrement conditions and^general com- 
munications environment permitted a signitlcant amount of meaningful conmiu- 
zxications and problem-solving to occur, y^th the result that most^participitants 
In these cases felt they had contributed, had been part of a rotmildins^-of-com- 
munication-lines effort, and had produced realistic recommendations/plans of uc- 
. tion which would help to improve the total *i>orsonnel management situation of 
the Area if implemented- ' - ^ * 

At the other end of "the spectrum, in three cases tlie communication and j>roi>- 
lem-solving objectives of the workshoiv-approach were almost entirely tliwnrted 
by the existence of such 5w>vere local management problems (e.g. lack of xmst, 
atmosphere of threat and retribution. nnawarenesK of brfeic management con-- 
cepts) that simply bringing the participants together seemed to exacerbate 
rather than help tJie originally identified problem sitimtion. The remaining five 
workshops fell somewhere in between, with varying degrees meaningful com- 
munications occurring and r'e3ili>;tic solution approaches emerging, 

.In ^rerieral, this approach to aLtnckinfC-the need Tor both manairement and per- 
sonnel officials bi-tter to understxind and respect each others' views so that 
common team efforts can^be nndertalcen, visibly demonstrate<l how the opix>rtii- 
nity for malcinff real personnel ma na^rement improvements is intimately dei>end- 
ent upon the ^reneral manafW^ment condition. The topics chosen for discussion and 
the discussions themselves showed how the participants themselves found any 
attempte<l distinctions to be artificial : and varying: desxee of workshop **success*^ 
I>ointed up the decisive role played by tlie eTcistins: local management conditions- 

In some cases the participants ajrreed that more opportunities of ^his type for 
communication s were needed and would be pla nned local l y. A Bureauwide p lan 
nxust now be developed to ensure that, by whatever ^specific means, mana^^ement 
and personnel officials in all or;:ninl3cational parts of the Bureau continue to dis- 
cuss periodically their comnaon problems arid i>ossible solutions. - / 

Three additional human resource management problem areas were identified 
through this reassessment effort as 55erious and fundnmental enouffli tx> be con- 
sidered for Action- Plan status. TIT is therefore stronrfy recommended that the 
follow^ action steps be incluied in the reassessed Action Flan for Human Ite- 
- source Mana^cement, and t>e in-plemented- 
HR 13- CoriAuct 7nca^irt£rf^l nricntation fr>r nr^tu crfiploifccji 

' ^ There is unanimous aprreement throuprhout: tlie Bureau that new persons join- 
injr The 1^ c> ^ — be they manaprei-s, professionals, technicians, clerks, etc. — are 
x*** -T-r ^ > < . > "nefit of effective orientation. The Bureau's written materixil in 
thlP orr ' T iiisuances 5Kiyin;r **do it'* and two booklets on **how to*') are 

both ur. • ^ to many jnanajrers/supervisors as well as jrenerally tmn^sed. 

^T^^v txxxL -Jrers, often for the first time in a Federal ^rovemment and/or man- 
a^emei^t i:-"-- -iion^, 'are civ^en little if any orientation to the Federal maridirement 

w svstem or tL^e ."Bureau's programs : new supervisors often little or no orien taction 

\to .supervisor>- responsibilities or Bureau administrJirive policies and procedures; 

: an^ new employees in ireneral only the most elementary exposiire to the rules 
and reCTilations^, rights and obligations, and co-workers they need to know. This 

' lack of orientation is often termed the hei?rht of rudeness and ^nscnsiti^ty, if 
220th!nir"el5;e : and is sometimes pointed to a,s a prime reason for the excessive 
and rapid turnover amon^ new hires experienced Bureaxiwide^ as well as for the 
many misconceptions prevailin;^ and mistakes made from manager to messenger. 



at^enJlia "ted by^^^^ treUtment in this resix-et tiiat thoy resi;ra a ntl spread the 



Vnd ioUUer does BurJ^^^^ a syston. ■<.r e:.it interviewing to find out 

^^■^^Vi^v^^;"tIu^;™ a real ^en^ to vj.na^^^ 

in effective motivating: orientation program can take place ^1^^"^^ " t!£.%v*^ 
??au wlKiVwitli 'riiose wl>o are to orient/niorivate tlie lu^w ''"'Pl*>J''**'« ^^l? 
?uentlv thon^^^^^ so nnoriented and ,U-motLvate.l. Ilowe^n-r more elTectixe 

nierlioa4 than at pres-r^t can and ^^llonld be put mro immediate Ti.;^e. i.e. . 
meriioii>. t iia^^ ^ Ueveloped anrt conducted m the <^^'»tr=^i 

c.>nz.rC^!^ o?i"n;aUo?."iss?;,ns of this ^^.-Mcral import were attempted this pa>,t 
xx-int(»r which could he used TO hviihl on iind follow throu;ih. 

V fi?r^>r iidt"ti^^ presentati.m ro^-:. rdinir the I'.nr.^au- its mission. i>ro=:rams 

l^'^r^^lu-- nro-Tim fl-r all nev.Iy iiirod clerical employees. Bu- 
re:m.v--V:rV .V/ V r,:"'^^^^^^ l-'rt of the work force is Particularly h^b^ 

-in«i Tilt v \-i.^n.i»» \\'h-ir i-; needed — with a nioJel established in the Oen- 

'^''''V'rmi'T^nrr'ViM^ -7-^ of^^^ follow—is a mandatory several-days 

' roniVrr-a,. r, I i:., ;.,:Vhi..V/ ali m-w clerical employees attend before ^^^orUn^ 
To iluM^ iw!iir7..:.s. in whioh they ln..come aciwainted with the basic tools and 
ta.k<,.f n^ejr w^-rk^^^ in a. cordaace witl> r.urean/ncpartmental re- 

fpiirfments 

Maintaining: titiio and at tonchi nee r.'>rm'= , 
I'reiiarin:; travel aiithdriziitions ami vouchers 
■ l>rt-i»arin;: supi>lv and other types of requisitions ^^„^^^ 
SerriA= u p ai A maintainin;? tiles in accordance with r.ureau pr.^cedures . 
\ ^p^^cVnc person Tn each asency. .Vr^a < >llico. and major ^'^^-^""^^^ 
th^ cJ^irral Oiri<-e <-..whl be <-har:r*^.: with the responsibility to ensure that effective 
oHeiUati m~-br th- i>er>-onner ..fTu-e. supervisor/manaser. and top ^-^^^«^ger--a<> 
t.uxllv Tak**s place, both o„ an iiMividtial basis and in appropriate erroup s«!sions 
Vai Uorit^Ml nl>'.ve). -^s a spc-.-ined duty in his/her position ^/^?1"P*^^?,-- J^J^^ 
- nW-oariTabrnT^"and"r*»spont^-ibriiTy f^>r 
f.^Lr>wUhro^^^^^^^ shonhl then be used to monitor the effective carrying 

""xSiV.ac?ifrsr"p^can implemented immediately by the designation of a pro5eot 
leaa" r-lwh.> could use apprr.priate task force memliers on a temporary, ad hoc- 
basis to do The necossary planniniT. establishing of deadlines, etc. 

IIR 11. r:.^tahl!.^7f aj>d v.<tr ndtlit irninJ/fiUcrjjatc staipnfj dcvtccs/m-ac for ntyn^ 
Ttttliayh ytrtr: Jiirr-s -. 

Most Kureau mana;rers aprrpf- that it will still be ^ears before J^" 
eienr uuml>^rs of qualifiecl Indian candidates available for all occupations and 
tvpes of positions, even after the nositive outreach recruitrnent pro-am and the 
Indian i?itake-and-development proijram =:o into effect. P.articnlarly In certain 
administr-Ttive and natural scieni-e/jreneral triist responsibility^.Jteas. some.noxi- 
"ind.-ius will undoubtedly be needed for yojirs to come. y[ 

However too fre<tnwitlv whon non-Indians i>rojw>rly are selected and appointe<l. 
th*- pro^enc operational mode is brinsnn^ into the Bureau ?n3aranf.?ed ftiture 
problems. OnU- within therpar^t couple of months did the Bxireau even ensure chat 
non-Indian .«elo< te**s becSWie fully aware of the limitincr effect that Indian pr^- 
erence w^U have on th*^ir cnroor dov*-lopment and promotion opporcnnities in the 
■Rureau < bv mandating the use of a signed certification to this effect for every 
non-Indian' hired). There have boon sad instancos — even in the Central Office — 
of non-Tndinrss beinir bro^icht in Avbo <;« n«f r'^-ly had boon U'd t-. boUr-vo tiiat they, 
won Id have tho normal career opportunities. 
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exivironiuent of Indiau affairs. , 

ViT amTrni^l clJ-vK-e for nil n-.n-IiulUui ian<Udate^ (who meet all otlier quali- 
•"fieation?) ?<> att^^^^ out" from selection tUo.se wl.o <;V^-n«"fl^^^2 

I* ^be fo^l "of 4^^^^ of writtc-n material >.umu»nri:'.in;r Uit- snlicJft Taunts 

Vc r».i. Or.S^rJiJxtit-:^^ polSe^ uml i.rosram.s, tlieir underlying values <o.ff. Intlian 
dete-i^ A^i-n ca ro separate <-«It«rei., etcK and tl.e psyclloloRl- 

i. J^I»i^1;^ri;>«s for no^ of rue liurcau- TTlio candidate could 

Vir^,^i!l TolfMlrc-n^e^ fa) t-.iilers'tood this material, (b) Fmds 

<\-, Wax. ts to be part of an organization 

' ^"^°f^w?ll'o?%u^e m<^^^^^ tliut persons constitutional!., opposed to tl.e.^ 

m irU'r^ win n-t t>e solect^^d. iJxit it wouUl at least serve as a '-flassins ' device for 
!i?n5i the^4ndi<lale and the Dnreau «m a significant i.ssue wliicli presently is s<>^r 

^*"^"fimVrJi/t"?^^ap^^^ to be used as an option wben appropriate, 

n^o^-^nd enndidates b<n:onie qualilii d and available tbrouKb tho 

* ir? "kiund . W^^^ pro;^ram an.l otber efforts, there x^-ill be increased need 

fofn^!?mlians f when tbcre is a need at all) whose tenure witli the bureau is- of 
^V.Tt- , t^-Vr-iin l-mitod duration. e.:r.. years. If it seems probable that certain 

•'^IvrJ. oFjol^^ ^vm be filled with Indian candidates in another 

fti^^l-eati, but cannot yet so l>e lilled, why appoint newljohi red non-Indians (as 

is noxv lwins; done) with unlimited tenure? ^ j , — , 

The anthoritv for limite<l/term appointments exists m the Federal personnel 
^.vstem This artion step simply contemplates that the Kureau develop a policy 
'-e-ar*lin'- the appropriate circumstaiK-es and factors for use of this appointment 

/mode in appointinp: non-Indians, and ^ruidelines for applying: the policy. 
HR liJ. Operate a manniiifff ul pcJ-forfnfiii>-r rvuluatibii S!/stcm 

The Tinrean has a tf..?Kl and well rlioHsht out written performance evaluation 
plan in its Manual. And it is the consensus throu;?hout the Bureau rnar 

ir. !■< not l»ein;: usofl in any meaningful way. . _. , , , 

- W irh very f^w ^xc options. manai r ers/sti^torvisors do not develop iftdiviauax per- 
fomlance srnn<lards/objt^tivos with each of tlieir empToyeesTlXo not periodicaily - 
di<cu-<s performance or "how are wo doinc" with eiuployc*-.- ; and do not make any 
m»itnin-ful evaluatlons/apprjiisiils either orally to their employees or m any 
wHtt**n manner. Kniplovces (includinir. of course, managers and supervisors 
them-:elves» hr.vo-Iirtle Lf anv conception of the expec tations of their bosses re- 
car<linsr how much and how well they are snpp ' * of what — and often not 

ev«M> of "what." . • .7 , , , - »„-x,' t ^ 

The "(^neml feeliiiir is that to do those kinds of thm:rs would be impossiDte t>e- 
" ^cause -^iiolKKlv wouhl hack us up if we really dared.v In other words, as in so 
many other areas, to xise the I5ureau*s prescribed system would result in r>nnisn-. 
me-it rather rhan fipprobation. As lon-.r as nobody sees anything: of this nature 
fK'inir done about th*- numy "ineffective T'erformance" cases perceived at higher 
lev«'W. it is Icird tn refute this line of thou;rht. Xhis human resource management 
proVdem is obvioiislv closely tie*d in to tlte jr-neral raanjisrement conditions rtis- 

<-usse<l above. * , , ^ *i 

ITow*^ver- wli.nt c«n and must h.appen is for .<:f.me mana^rer (preferably the 
Assi.'<tiint Secrctarv -for Tndiain Affairs himself) to start settin;; the model for 
iuiplementin^ tlie r:nre:iu*s own man:i«li7:etl performance evaluation system. Indi- 
vidual i>erformnnce discussions with Area and Central Office directors are des- 
peratfily needed, to come t'> a niTitual ntulersm ndins ^i^referably reduced to some 
'sii::ple written pri ra srai.hs ) rc^^ardintr quantity /fjuality expectations re raaa^r 
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ot^uuiauitiou. With top maruiRers nomr settmg Uie example, tue feignai. ^^i"- 

TcSder/;;*^^^^^^ aia the top managers startiu.ff to perform tins 

ifi^^Mfrt uit^aud dlffic^ of tlieir mana^t-ment responsibilities could ^ven be 

V^^^Crt^ sSine ca^^ individual and group orientation, discus;- 

SEi"5.^re:ife^^ 

more so ?STractK! Many or^ni=«xtious bave met tbe cbaUenge, and tlxe 

^Yn^hS'meiS^ime. it stronfrty recommended that tbe I?"reau_tempo^rily 
con-c- "rocSSi^K and «ranrinK monetary incentive a^vards (e.g. quaUty mcreases 
tuT\erior nerforaanctCetc,)- In tbe present jnanagement environment, including 
Tl ^a^^nce .^^rf^^mami standards, tbe incentive a ^vard operations often 
i!!lt:-Vn int?e-i<ed cynicism and furtber demoralization rsither tlmn motivating 
k ? work force C^ses of formal and informal abuses of the system are wide^ 
dis..,isye<l since in tlie absence of performance standards and 'evaluated acbieve- 
Vilr-ut t«; Vrve as a foundurion for awards, the basis often appears to be political 
pressnre: peK=onal promotion and friendship, and other supposedly irrelevant 

^'"v^^r'minirr.Tim. tb*- T>epnrtment should hefp the linroau in this respect by con- 
ducting an immedi:itf revicxv of the incentive awards operations in the Central 
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Jl*^nc .tr» itnplctncnt attd titnctahTc - 

\s c-i-i *.eeu, lUireau mun;igement must allo<-alo more actual resources and 
dwnonsrraS more true commitment to tbe Action I>lan for Human Resource 
Ai"iKi;:ement. This is rvr>t purely a personnel office effort although much of t^e 
^rViSitTc leadership and d.iy-t.>-day ^v,.rlc natunilly falb^ there and n^uch of that 
is b*.ing done — but not as much as the urgency of the situation demands. 

AI:irri- persons outside <Sf the personnel function can and should be assi^ed to 
-itVr.rMi.Viat*- p-irts of the work, but so fnr management and - personnel officials 
do not nr»i»ear to conceive of and/or permit this use of Kureau resources. A much 
hl-'bcr priorifv and sense of urRency to "icet on with it" is renurred from^lL 

-Ml <.f the -^teps.in this Action I*lan for Human Resource Management, includ- 
ing the three nddition:.l ones recommended (HR. 13-1J>), are part of the no^al 
-■TriVro-guTSir-respou^i^lliTies-of-vari^ 
Management: and tlic work accomplished to date has been led and, i^rforme<l 
bv ^^^Son personnel. While there : an urgent need for some-^?ecrQed addi- 
tional r*-sour^ in various action arf , % there should no longer be ^ need fotva 
r»roj..ct Mnni^jcer to be con<-erned with this part of rh.> total Action f ian— i/ top 
l:t;roatt and iv-rsonnel r>i\ i?=lon management owns up to and fulfills their leader- 

*'^Vvri7*m:maLV'm expectations and deadlines for accomplisli- 

uv«*tTr-nTi<T"perioflio;illy'' niouitor progress: and the Division Chief must jjo UKe- 
\vi«ce 'in more sT»*-<-ilic* detail, holding his Branch chiefs accountable^or- setting 
indivi<ii:al ob-eotives. meetinir agreed np<»n time limits, and recommending ap- 
i>r-.ori:itr> i'\iix\-js^^ in niiv -.f tbes**. To whatever extent the present I»ro3ect &Ian- 
\"t-r b;i< «*>r<>*il in these roles, for the sake of the responsible managers them- 
Lfrive"-rtfid the institutionn listatitm of human resource management progress in 
the Tli:reau. the roles niu<r now l»e fully T>erforme<l by their rifrhtful owners 
/T'-tH-iu-^e of the lack of stsnificant progress to date in the crucial and ur?:ently- 
nee<le,l'sfaffin:r/developmental thrust represented by HR. 1—3. a project manager 
tr. help coordinate an action team and get these steps moving is needed. This 
is «bown in A-poendi?: <\ which consists of a summary of the TIR actions with 
re<-«inirnende*l timerranies and lendcT^sbip/participatiiig resources. 
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The tremeniloxis chaUenges and problems assoclatea with tbe personnel Tunc- 
tian- <i^f > itself ^UOn the Bureau vrere adOress^ea In the September 19*<> report 
under five action steps (pp. 23-24 & 47-50) . Basically, it was reco*ailze<l that Oxin 
administratiTe function had to a larj-e extent Ixjcome part of the problem rather 
than the solution; that i>er»onnel offices and their staffs often were xmdersUiffed 
and limited in their conceptual and technical capabilities; and that i-ersouucl 
operations iK-ere sometimes in a stjite of disarray bordering on the traumatic. 

Xhe path out of this dilemma ft*r the personnel function , • • [mustj start witn 
actions adequately to staff and train and personnel offices and staflCs themselves, 
land! the main ar ea s to beaddressed are : ^ « ^ _ ^t^^ ^^^^.x^ 

■ ^ ^ Ke-defliitni? and elarifyin« the role of the personnel ofilce f uncuon within 
humau resource management / ^ _y 

Establishinip a projcram planning: system for setting priorities* ana inte- 
grating the activities of the main specialty functions , ^ 

7 r>evelopii« the function into a coordinated and ^cooperating uetworjc or 
offices working towards common goals under common concepts, and ^harinjc 
problem perceptions and solution approa<;*3ies in order to attain greater effi- 
ciency and effectiveness _ 

Impror tig operational ways of doing business through a Bureau^vide 
systematic study and further application tif automated methods 

Operating a -Bureauwide evaluation program, in cooperation with the 
Department and the Cix'il Service Commission, to serve as a self-correctm^ 
and self-developing mechanism for problem identification and resolution- 
Then— the personnel function should t>e able to meet both the problems and 
<^lmllenges of its iiart of the management worlc to be done , . i^rovided-— 4:hat 
management recognizes its proper role in human resource management and ex- 
hibits the leadership attitudes and behavior congruent with these resi>onsibili- 
ties^** (p- 24) * 

Tbe progress made durin;r the past year in the personnel function has* con- 
sisted mostly of reconstructing, and reorgunticing thf^ invii^ior ^ Personnel Man- 
agement in the Central Office < as already mentioned >, more -<jmitely stafTm^ 
several of tJz& Area personnel offices* and tr^iining i»ersonnei ,-^i>ecialists in cer^ 
tain discrete concerns* , Accomplishments cit*-d above under various HR action 
steps have to a large extent been due to tlie work of the augmented position 
classification^ staffing, training* and x>e>5?onnel evaluation stafTs. ^ 
Also, some movement has occurred in preparing siatements of function, ob- 
taining written procedural and^ other niaterial" from Area personnel offices, and 
providing technical assistxoice to personnel offices Burtniiiwide. ^ 

However^ the scope and severity of tbe improvefn^nt ne:?ds continue to out- 
weigh the action being taken. Xlie main problems nor feeing aiddres.sed.ade<i«ately 
iif at all) are the foUowing— and these thus represent the needed steps under 
h e asj^i g n e d A etion-^laji fo r yer^^eanei-F unction - M ji nag em ent:. ^. - 

JRjT^I^ — ^Establishinte: a program:- planning system for setting priorities-^nd in- 
tegrating the activities of the various, specialty fun<-tions. WTiil^.- ol>jectives have 
l>een develoi>ed by eadi R ranch of the Division of Personnel ^lanagement* no 
overall personnel function plan has been estnl>lishe<l \ntli integrated priorities 
and a svstem for continual coordination of efforts. 

In some cases the Branch chiefs concerned! uso performance objectives, wottk 
plans with deadlines^ antl periodic progress reviews with their , own staff mem- 
l»ers. 'For the IM vision as^ a whole, these teclmiq ues are not used as generally 
and effectively as they mnst be. to ensure the success of the massive improvement 
l>lans being undertaken. ^ 

I>1^^2^ — T>eveloplng^the fanctir>n Into a coordinntinir nml cooi>erating^J^ureau— 
wide mechanism for "developing common concepts and for problem sharjng/solv- 
Ing behavior. Area personnel offices remain gon^^rnlly isolnted from each other — 
and in many ways from the Central Office — nnd are not constituent parts of an 
integrated network, TVTiat commamications of this tyiie occur are usually depend- 
ent upon somebody who happens to know someone else. While several Central 
Office i>erfeonnel specialists have been to some or many of the Hureau^s personnel^ 
offices for various technical ar^sistance. review, and specific problem purposes ; 
and while there has been one Bureauwide meeting of personnel specialists fin 
staffing) and another for position classifiers and jK^rsonnel officers is planned for 
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October — no standard operating procedures are s^stematizcnl to ensure that 
different offices are not dupUcating each others* efforts in^^attacKing problems or 

preparing ^written material* , ' r-^ ^ , . « 

A^SotS devices tbat could help the present sitxxation 'axe not beln;r u^ed, e.g. 
:Bureaxrwide conference calls^ distribution of staff xaeeUng minutes, nnd periodic 
issuance of a Burean personnel buUetin/neTrtrs letter^ for th^ personnel functjon it- 
self. Area personnel office staff members generaUy feel that the Central Office per- 
sonnel function is remored from their concerns, and does not provide the active 
coordination and positive leadership^needed. ^ ^ _ Tx-r.n^^-i^^ 

^Improving operations and worlc methods -svithin the, function, while -tne 

bitter complaints of managers and sui>ervisors regarding the n^aUty of tx^f 
sonnel services and the long delays in processing actions are often due to their 
own inability to make decisions and take appropriate actions, they are also often 
due to w or^ xaethods-and-practices within the personnel offices which cry out for 
stttdy and change* 3Co BureauwSde efforts have begun to improve the efficiency of 
the offices through work fiow analysis, forms improvement, performance stand- 
ard setting,/ or other recogniiied techniques for addressing possibly outdated and 
non-productive work methods and operations. ^ 

What Central Office assistance has been given to operations has to a large 
extent had to' be concerned with that officers own operational personnel branches, 
in Washington, I>*C. and Albuciuerque. This assistance came only after these 
problems became so visible and intense that Departmental and CSC concern could 
no longer be Ignored — not to speak of that of the Bureau's own managers and su- 
pervisors. There are still no plai- for addressing so tie of the key issues in these 
two problem areas^ such as viable staffing patterns, improved professional service 
capability, and more effective supervision. ^, ^ \. 

j>jp 4, — Improving personnel opewitions through further application of auto- 
mated methods. The Bureau's present automated system is primarily budget/ 
finance oriented^ and is neither designed for nor usable by the personnel function 
for even some of the common needs such as position control, vacancy llsts^ skills 
available in the work force, * ticklers on upcoming placement actions, traimng 
needs, turnover rates and projections, etc. Further, there is nobody within, the 
personnel function assigned to this problem area or apparently even interested 
in addressing it. . ^ . 

'The tremendous sa^-rngs in time in personnel operations potentially reaUzaoie 
throuj^ the availability and use of automated data — if nothinir else— should dic- 
tate a <^ange from the present situation* The real Jt>enefits would of course lie in 
bolstering the Bureau's aluUty to perform those professional personnel services 
now going wanting sucti .as manpower planning, career planniiife and develop- 
ment, manpower utilization, and i>osition management. \ - 

All of these personnel function improvement needs make It imR^rative that 
top management of the Bureau clearly state their expectations' of the Chief Per- 
sonnel Officer: ensure that the specific program objectives xind,the time-frames 
-TffcT* i->>¥»;-r nccompljshmentjr^'^ established in t he D ivision of Personnel aianag e- 
"^"^5cnFr"aisi^~the^tvT^^ _ 
reau in coordinated responsibility ownership: and monitor and follow through 
with appropriate actious ba5:e<l on degree of propxess* ^ , 

The management leadership and direction of the personnel function Is a vital 
intrredient to the total problem resolution. It would be ironic if the function 
which has served as the catalyst and **wedge'* for identifying general, manage- 
ment Improvement jieeds. in turn ^becomes unable to keep up with the general 
ma.najrement progress hox>efully about to commence. 

fdeally. the personnel function should l>e leading, rather than just keeping 
up*' or falling behind. 

vxn. jv??^ z::ci>ij\.rc carhkr sehivtck? — orrcE agattc. a^t Ai.TERrrAxrvE opno:?r 

rOR F-TTRTITHR CONSTOERATION 

^At the end of the reoort Inst September rpp."ni^^2>? the question was raised 
whether the time had come **To rrive tribal gmnpf? the opportunity to estahlisn 
their own version of a personnel management st^^^ for Bureau operations/* 

Continuing: . * ^ * *. t 

"Excepted from the various: laws, rules and regulations of the Tnaiority cul- 
ture* pertaininir to i>ersonuel manairenient^ eaoli tril>e which wish e<l to do so 
-would defdgn the type of operation that hest fitted its concepts of position struc- 
ture^ compensation, employment practices, etc. Since there is some varifttion in 
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basic values from tribe t€> tribe, thij* alternative recognizes tbe potential inappro- 
: priateness of trying to have one consistent policy or practice tbroui^bout tbe 
Soreao* If It i» tme tbat the Bnreau in effect deals with a large ntimber of enti- 
ties comi»xable to local £»vemments, scattered throughout tbe cpnntry, why 
-*tterapt to force conformity when diversity the rule in actual local govern- 
mt matter-.^ in the United States? 

**Each scb«:>ol — as has b- »n said recently — may very vrell be the best organiza- 
tional entity to set its own ^jnalificatious^ pay rates^.and management procedures 
for the personnel it needs- JEach tribe may be the best Judge of how to ox^ganize 
and staff and manage its agency's personnel dimension. 

**Xo have this opportunity now, Indian tribal governments must opt for con- 
tracting xmder PH. 93-638^ and then still abide by very specific ^prMpority culture' 
terms nnder the contract* Would it be possible to permit one part of the Federal 
government — the Bureau of Indian Affairs — to operate under a\ personnel S3^em 
which had built into it a wide variety of different methods and procedures con- 
forminjc to and chosen, by the various ^^roups of constituents it serves? £X the, 
Federal government is serious about giving Indians real choice^ why not also 
the choice of personnel management systems? The manner in vehich Indian pref- 
erence is applied, the variety of Qualification factors and their relative wei^csht^ 
the elements important to^ evaluating pertormamce — all of these i>ersonnel ques- 
tions^ and still others, could be made the subject of self-determination by t?ach 
tribe. - 

*Trhe steps described in the Action Plan are essential to attai^i effective huzn an 
resource management as understood in the Federal gover anient. The alternative 
here raised is the i>ossibility of constructing an entirely different system^ as 
determined by Indian i>^ple» but still part of the Federal -^bvemment.^^ 

Apparently no consiC- ration of this •'alternative option" ever toolc place in thCL 
Bureau- .Xow7 however^ tli/e basic question raised has become **popular*^ since tlie 
American Txt rii^Ti Folioy Keview Commission's report maizes recomjnendations re- 
srardinj^ a sei>arate **Indian career service/* Unfortunately, most of the remarks 
and views expressed on this topic seem to be based on several nalsconceptions 
re^rdin^ the present ^stem^ and on xmrealistic expectations conceming^ such a 
separate system* X 

Many of the problems^m a nxigers find with the present x>ersonn^ management 
syfictem'are not due so much to the essential nature of ^at system as they are 
to the Bureau's lack of Vmderstandinj^ o&the system^ and of imagination and ini- 
tiative in usinj: it- For example* at the ag-vncy level thexre. is nothing' in the 
present system to prevent tihe- filling of positions at the lower grade (and wage) 
'levels throuch local announcements and lists of eligible candidates £rom local 
sources in an expeditious manner. 3klany other Federal a;rencles do Just thai:, 
and do it properly under Civil . Sei^ce rules and regulations with prx>i>erly 
trained personnel. v ^ ' 

The i>oin1: is that the Bureau has not aztaly2:ed its needle in this respect and 
present ed to the Civil Service jComTgi^jon^a^ 

: — y>pr i rnt"^ . g^Tig, />rfcvt>7? r^\-^ir fb^ nrinioTniTr of itig cl o^jjj^ al. aid and tecgr rri- 

cian. and even some professional fe-g*. teacher) occupations — if the Bureau and 
the Indian tribes wanted to go in this direction* 

Similarly, the present system x>^rmits the Bureau to develop its own guide- 
lines lV>r' both Qualification anid clas^fication ^^andards — and. as described 
above* work in this area is proceeding;. Single agency standards, iT needed, can 
also be establi.^hed and approved : some have been. 

Tbe advocates of a seimrate Indian career service, however^ seem to believe 
that if such a service were established, there would be no rules or regulations 
concerning classification and Qualification standards, potation "structures, pay 
levels, training and incentive award op*»'rations. etc- Or, whatever rules and reg- 
tilations there were* they would in efiv*ct allow "anything and everything'* to 
occnx"^ 

This unrealistic exi>ectation flies in the face of the fundamental facts regard- 
in^r human resource management in American Society. All Federal s^ovemment 
executiire branch personnel systems — a nd there are many excepted from most of 
. the Civil Service sysitem^ such as XV-A^ FBI, CIA* the Foreipm Service* and i>arts 
of VA — are based oh the 5?ame bnsic mana?:ement principles of ecjuity, responsi- 
bility* and .standards as is the Civil Service, system, and all are approved by 
dyn^^r^tss^ and held accountable by the^ normal process of Oao and OMB. 

It is visionary te exi>eet thai: the very fiber and tone of Federal government: 
TminTvngement could be discarded in any Jndian career service- There would still 



be KtandardH ami o-i.iity r..:-iK,nsil.iUty f«r stamns.. i^nyinyr. tmlnins and inoti- 

gS^i^S^^SS^SSal and C^C oml^als would vrihablv r<;sttlt In chanj^e^ that 
SSS!mVV^» a^dn^ tuany of the frustratius and illogical oi>oration:< about 
whicli manai?er» new l^^^itimately tnanplaln, ^n^it-nic+in*- Wne 

*> ^ more lonsr-rantct* atxtay of the intrifruinsr T>ofsilulit.v of <^»=^t^'<=^*.^f;^™'^ 

Tn«^ntion<>^l ahove Such an efTort would at lea^it result m Hutonnff ont 
JS^^nt tmexa^ied a^tiiuptions of a seimrate Indian care^-r ser%'ice, and nuplit 
to JSe^of t?ie m,,st excitinff developments in Federal personnel man- 
a^iement to date, Ai.pi^;Ni»ix A 

BI V J^TERS^AI, MaXAGKMKNT l•K01ilJ5^tK Il»K>-HKIEI> IN THE SePTKMBER 107G 

Kepokt 

1 Xlie attempt (and fail nrt*^ of the riure:iu to d.-al with .t!.e totally n**w 
Indian tfTiuSTproldemK «ad situations of The past 8-l(> yeai^. hy emrdoyin^ 
baldoally the same internal man:v«enient attitudes, approaches and procedure.-^- 

'^V*'! wSorie imder-valuation of nie sij^nificance of internal management iu*-^ 

"s^^'SSori'e'lihsem-e of rhV team . ork aT>prY>ac-h x^-ith mt^haniJcms for iden- 
tifyli^ Common problems and "il-at : ' them up to head<iuarters for common 
re^lirtlon <pL 5)^ ,^enient lead- -hip "whieh. rrom the ^and- 

IK>tVoi'*manap^ outxide of W:,shi»»rtoK. IX<^. hus ,>dde<l up a lack of Cen- 
tral Office cai>abilLtv to provide real leadership, guidance and assistance (p. ♦>> 
5 A^^2^ or Veaso^ for beln^. ^-lich has become unclear and controver- 

'''c 'S^^^m^^i^S ?^>^ Burean regard in^r fundamental pro^mo^^ 
ti^*-*^Sd roles— <-haracterlzo<l s>mptomatically b.v Central Office Area ant- 
-t-encv orj-anizatiomil inconsistency, dysfunction and disarray (pp. n-O _ 
T An inabtiltv to formulate and issue elear and timely POli^T jnn<iuncej>. « > 
4- A eenerail breakdown in prr>Kramn>.atic discipline res^xltinjr in procedural 
inS>iiis^eScI?i ^oni XJl-as Jnd general violation of rules and reg^ations 

lafinabnity to communieate effectively within the ^^^f^^r/^^LVf^'; 
-l^CK and problems ai^ av<««l*Hl, -e^>nim«nication*=u-.r>ccur^only. i^^ 
t!^Smmunication atmosphere bo«lers on discourtesy and crudeness (pp. S and 

lO. Xo svstem for evalua tins: proe-ram enecriveness (pp. S-0> ^c^ti^i*^ 
Tt. An inability to identify /jmticiiKite i>roblems, develop alternative possihie 
solutions, jmd make timel.v decisions fp. O) , _ , 

l:>. A eeneral lack of confidence in or respect for leadership m tbe onraniza- 

*^**l3.^An^\nabiUty/anwlUin*aiess to understand and/or accept owemsbip of 
internal niajwiffement resiponsibilities (pp. 12— a4) 

I J The dbs^nct? of an efTective institutional focus for internal management 

'^3-^Xl»e lack of an eir«Krtive. clearly identifie<l syi=ctem for ensnrinfr tbat (a) 
or-aiiizationnl ■ arranffements, manpower allooation/utiUzation. and_ (c> 

w^:Setho<ls matters are studie<l. analyzed, and decided upon in a consistent 

*^"l«^*?nTe^a?^Sw^o?svsrtems to (a) orient managers to ba.*nc manncrement^prfn- 
ciples,or>ncept«andre;TX>nsibiHties: (b) JHiide persons to obt^nappir^pmnte^ 
perience/l>acbjrround for manaseonent careers: or (c) identity and aM>raise 
candidaxe* with p<>tential for manasremont positions (pp. 

IT A very limited conception of personnel management, as a ^burdensome 
"sy'^tem" inlposed upon the orgranizaition from "outside;" rather than a 
a^ment responsibility to plan for, obtain and utilize buman lesources needed 
j^or program acbievemeat ( pp. 13— 14) 
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TinriraiDB Uidenhip raJDOnslbiHtlf "Oeinrrwufci 



ibBfWwidetliBS9plefflb«lS77-««e«. Septainbtf^^^^^ Acting Deputy CtmffliMicner.. Project i^anajer.jlIBIAtnanapifJ. 

tionp:J«tof^•n•fllMni^em*ntifllprov^ Octcbwis;?........... Asjjtanl Secretary for Indian General project manasftr. 

y);.tftt)iitlionrt|en«ralprclirtinaftaser; ^nair:. 



£MS««P«t(D.P^ Art... ^- •-- CMp..,»i.to,0««l.r.tPi«.n4« 

arTaii, p«ifi,^ .PP.- ...A Dcp^teW S««tw (« I* A«,iB. m 

itBureaBtotlieconcepts/pfiiicipIejofnian. 

potc»c(ttw»..btetoB««i.;»d Octob«19;7....„ AMl«S«e6ryUrWa« N«lto»W*«lP«w"«^ 

. . ■ ii»w!.i(n»iii«m». do ..- Pnitet lean tain 30 b«p.n..i»l Willi input liM 

iiniiiiiiitti«lii(l:.(C6ii(liet;twiepniieipi8 liii!ia»M»i. 

lyjtVnjIorrewirilin^doingfik' ^'^""^ 

It devilcpment program, tot ij: , , ci.. «,io7« fi>i pfoiMttMinfrom30to40perwnneI,v»ith;inpalfroin 

«« tor njanase^ent orientation for allma^^ January to February m do X^ofPeSohnffi^^ 

foTcareer development into manajewent March 1978 and continuinj Bureau trliflingolTiccr « 



)r identjfyinj and developing manajement January to March 1978 

p«,..*fa_..d. U^*^"' 'tS^Sl'^*''^'" 

je proper 'rolej and relationships in present do --.do.„ 

inalytical program in organizational, manpower April to June 1978 

wk methods arwi. . ■ ^ i ■ Tark'C'TmeVtiotir'in Under Seae^ry's Aug. I 

lational changes are needed in BIA do oo-.;. ' » ^ ^^^^^^^ ^ 30 40. 



Project teem trom 30 to 40 personnel, with input from 

afeaandCOdirwtars. , ^ ; 
3 project teamj from 30 to 40 personnel with input from 
administrative functions. 
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WRy Of ACTION PUN FOR HUMAN MSOUflCE WANACEMENT IMPfiOVEMENT WITH RECOMMENDED SEQUENCE/TIMEFRAME AIID RESPONSIBIIITY 



Action 



Luittfshlpiejponiibility "Dolnt"iKourcs 



LAiiiiouiic»%lioiiof«jjJ««(Ia(id^ Ociob«rl377....„,.... ABljiUnt S«(«tary for Indian Chief pewpnel officer (CPO). 

. i: ritoufC8iniiuMiMii>ti'^N(ii}tnbtil6w|^^^^^^^ Atfaiis. • I 

::Mi»rojictM(fiDrtlws^^^^^ , J 

l*AS!fiSlSk|)<t^^^ ^ Otfflctflfol Administration CPOandihij branch diielj. 

: ' tor duUflifli ti.ijta^H afl KtioR plan impltntNtatnniinonitorins • 

1 (Hffidmtify and r«o«ree personnel needed to accompitih HR do do » Do. 

Htlwi):iTpniictleidertoconipieteHRl(inanpowerforeca^ 
' FT pnjecl iiidiranj tiinporary/ad hoc partidpanta to accoinplisi) 

(pojitiwrecnittiwaOiaW'FTofoiectlttileraiidtem^^ ■ - 

■'teainiiieiiibwtoaccoiiipti^KRjW ' i« u;,/^,^«l.^f.«Hi,M^«ft 

i(l«4)Sil«jMd<itjM ^ ^J^^ Secretary for Indiar. Central office directors. 

HUOfowoiort lndlao MM foresters, etc.); and a# ' Altairs, 

' ' illfl>tedproira(ii/adrni.iiriration officials^ . \ 



»ii6ince)iir4olfice/ „ Immediately Director of Adininistration AIICOmanaEea ■ 

^ KS&M OctobertoUerl9?7 Jo fKSi^ ' 

. OrieflCiW^ Ipedialelyandcontnuinj.-.. CP Branjof Jtalfinj/manpower. 

l(HR5Divelop;^del|flefflMfldi3naf(airsM^^^ November 1971 to Jaitary 15)8. CPO Do. 

j.p/liffi Immediately and coftinuinj.... CPO Branch of stafiinj/nianpflwer. 

lO,(H?<0?dw&nd)ievelfl^ • - \^ 

- ■ iaodiitev ^5/?. . I , 

U (HR9) Deiii]) inipnived PWedures for ajiesjinn candidales for ley" do - CPO | w, / 

. Vpositiois. indodlflenainMqualirdion ' j 

il OiriKeSSffi Deputy Assistant Secretary for CPO./ 

jelidiont^' ■ ■ Indian Allairs. > , . ' 

li:(Hfl5D«ljn and operate 1^^^^^^^ do.„ Director of Administfitlon...... CPO with ad hoc manaiementteam. 

M.WlfSrepjfjtionwdin^^ September 15^ and continDinj.CPO...„..--..-». — Branch of classiUcation. 

" techniol assistance, and conduct of classification studies and imdeline 
' projects.il) accordance with an oble^vts/desdlinfplan. 




viS^Z m^mmn 0 - .mm^^t^^i 

WdtllBIMJCIIltlllolllCIW^ ■ ' 

: : - |ijiyNs,ttiipMtotm^ 

lt(HllwOiwlopindu»ippftittld«ice.li)f''ief^^^^ OetoMitoDtceniwrw/ ccv.. 

' cindldftiiiiflibtetoaeciptBuruii/lndiinm . , , .....lan rod Do 

ll(H?U)^p7icyi7»ri(W^^^^^ JanwryloJynel9J8. CW. 

Mrnofl^liiiliinMrtt. \, ■ , . ^..'.u. 
a(HR15)Piitiiitoiiittiiin|fBlop«fitiofltl!»BufeaiiJii«fw^ , • » 

afflR 15)C«i'pr«BJiiigJndi(aii|ingiiio^^ "7/ « 

yiidi33lil:p«lofiiiiiic«w» 

(# pwfwwflce jlJiidJfih/obieclivtt); Oe^^^^^ ^ , , 
cuMtofficfl iiKtntivt iwifdt optratioiis 
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[COJOIITTKE PBIHT] 



SBCnON^ 2 BTD2>X I'BOVISIONs KECPOBX ON BIA MANAQS}- 

JEtSrVlKW COMMISSION 



SEI*TE>IBER 1976 



Prtnted for tlie use of tie 
Axaericasi Indi^ux Folic;' J^vie-w* Oommlssion 



/ TT^S* GOVKBKMEXX I^IOirrmo OFFICE 
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AMERICA>r nCOIAN- -BOTiZCY REVIEW COMMISSION 
Senator JAM:es ABOCItKZK, Soatb i:>alcota. duiirriutn^ 
Conffreannaa I^I-OYD MEEDS, TCaa2iliistoa. Vice CHatrman^ 
Senator LEE MEXCAU-. Montana JOHN BORBRXDOE. XUnRlt-Balda 

Cossrewman smXEY K- YATES. lUlnota - ADA DECK. Menominee 
Conzreuman SAM STEIOER, Arizona AJDOU^ DIAI-. Lombee 

JAKE WHI TECROW. Quapaw-S«neca-Cayn«a 
EKXESX I*. STEVESfS, Oneida. SxecuUve ZHrector 
-.. KIRKE ICICKIJrOBIRD. Kiowa. Oei^eral Counsel 
MAX Z. KICKTMAIf, Professional StalT Jf«m6er 

- (TO 



LETTER OF TRANSMrrTAL 

Chicago^ IlL^ Septerriber 1976^ 

Senator James A^or?REZK^ 

OTutzTTnarh^ Ajm^-rica.ru I^rhdian F^olicy Hei^ieio Com/rrtissioTty Cori^ress of 
'hh^ United States y House Office Bzuldingt Annea: iVa. 2^ TVashirtff- 
tort^ D.O* 

* X>EAK Sexaxor Abotjrezk : We are pfeased to present this report con- 
tfiinijcig the findings and recommendations of th^ Bureau of Indian 
Affi^rrs Management Stud^-. As mandated in the enabling legislation 
of thexcoinmissiony the private ayid puMic sector have pooled their 
knowledge in this important undertaking. The study teams have iden- 
tified problems and developed recommendations to assure delivery 
of services xp Indian people in an effective and expeditious manner. 
As a result of-this work, it is appai*ent that aggressive implementation 
is crucial if self-determination is to be a reality for Indian people. , 
The members of^the study teams — wJho have provided more than 
4,000 hours of their time — ^have demonstrated outstanding dedication^ 
capability and dev-otion^. This contribution, on a voluntary basis from 
industry and education, has made it possible to add a dimension to 
the work of your commission which provides unique objectivity 
^V^hrough a third-party point of view. All members of the study team 
came to this proiect with limited knowledge of Indian affairs or their 
■ traditional problems. As a result, conchisions reached liave been accom- 
plished without prior prejudice or commitment. 

This opportunity has been a rewarding experience for each team 
member- Furthermore, the participation, cooperation and interest of 
federal employees, the commission and Indian people were invaluable^ 
TVitfiout their helpful attitude and desire for progressive improvement^ 
this task would have been impossible. The remaining and most impor- 
tant step in implementation is for the Executive Branch, Congress 
and the American people to act positively to bring about constructive 
change. 

Sincerely yours, 

TPAJUtEN" Ki^s-'o A5^ Associates, In'c* 
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AlVIERIC \N rNDIAK POLICY REVIEW COMMISSlO^* 
B^IS OF mMAN AFFAIRS, MANAGEMENT ST^^Y 



Commission- IMEMnaEKS 

Senator James Abourezk, CTtairrna^ ^ 
Conrrressman Lloyd Meeds, Vice-Chatrm^Tt 
Senator Lee ^letcalf 
Senator Mark Katfield 



Congressman Sidn^ R- Yates ^ 
Congressman Sam Stealer 
John Borbridge^ Tlingit-Haida 



Loiuis Bruce, Mohawk- Sioux 
Ada Deer, Menominee 
Adolph I>ial, Lumbce 

Jake^liitecro^, Quapaw Seneca-Cayuga 

Ernest L. Stevens, Oneida 
Task: Foncri Thrfjk 



Sam I>eloria, ylminman. Standing Rock SiouX 
Rav G§!*tiB^Caddo^ 
Kel Tonasket, Colville , 
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FOREWORD 

The Bureau of Indian Affairs (BIA) is the largest and one of the 
oldest bureaus in the Department of the Interior. It ^as onpnaUy 
created in the War Department in 1S24 and later transferred to its 
present departmental location in 1840. The bureau has approximi^ly 
18,000 employees, includin^c part-time staff, and has a: fiscal 197* bud^t 
of over $1 billion. Headquarter offices are located in Washing:ton, D.O., 
and Albuquerque^ ^Tew Mexico. Field operations consist of^ 12 area 
offices and 82 subordinate agency offices serv^ing over one-half million 
Indian people. An extensive school^ system is operated by the bureau, 
while health services areprovided by the Indian Health Service of the 
Department of Health, Education and Welf are. Services rendered are 
many and diverse — for example, road construction and rnainteuance, 
community development, law enforcement, tribal organization and 
others- Thus, the bureau is a complex organization that is vulnerable 
to inefficiency. t j- 

The bureau is a frequent target of criticism both by the Indian peo- 
ple and Congress, Therefore, numerous studies have been undertaken 
by various federal agencies and other organizations- The last major 
comprehensive review was the Meriam Report of 1928, which helped 
foster widespread reforms during the 1930s. However, since the orig- 
inal intent of these reforms has been compromised and^ distorted, ur- 
gent problems and confusion as to Indian goals and actions led to the 
creation of the American Indian Policy Review Commission* The 
commission, created by the United States Congress in early 1975, con- 
sists of three members each from the Senate and House of Representa- 
tives, five distinguished Indian leaders and a support staff of 27 
specialists- Their goal is to conduct a comprehensive review of the 
historical and legaTl developments underlying the unique relationship 
between the federal government and the Indian people in order to 
determine the nature and scope of revisions in policies- and programs 
for the benefit of Indians. In recognition of the complexity of thecom- 
missibn^s mission^ II specific task forces have been organized. While 
enabling legislation created a commission with a broad latitude to 
^examine Indian problems^ it specified that a management study of the 
BIA, utilizing people from both the public and private sector, be a 
part of the total effort. Specifically^ task force three — ^Federa-1 Ad- 
ministration and Structure of Indian Affairs-y-was charged with ful- 
filling this mandate. Participation of the private sector has been, a 
critical element to ensure both objectivity and appropriate manage* 
ment expertise. 
St'udry A,j>pToaoh 

. The initial step in the BIA management study was a preliminary 
survey undertaken in Washington, I>.C-, and Albuquerque^ I?rew Mex- 
ico, . to identify activities of the bureau's central, area and agency 

(1) 
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offices. Th© purpose was to determine appropriate scope and objectives 
for the review which would enable study teams to measure the man- 
asement effectiveness of federal activities on behalf of the Indiim 
population. As a result of the survey, the following, objectives were 

^^^^^P^bioint and evaluate key decision points, the l lount of dis- 
cretionary authority exercised and the level of Indian participa- 

' tion in the budget process- , - ^- ^^4.^^^ 

Identify and assess manual and automated information systems 
used to manage, evaluate and control the bureau in order to deter- 
^mine needs and shortcomings, including possible economies and 

Examine present personnel activities and employee relations 
techniques to determine if the bureau is responsive to the Indian 

^*^Jentify and evaluate the management relationships which 
exist between the Indian people, the BIA and other government 
agencies to determine the most effective methods for deixvermg 



Eliminate unnecessary duplication of previous management 
and organization studies by reviewing their conclusions and 
recommendations. ^ , , 

In making the study, both BIA field offices and tnbal coiincils were 
visited. Although field activities during the study were Imiited, every 
effort -vtras made to ensure a representative sampling. Both area and 
agency offices as well as tribal councils were selected on the basis o± 
Indian people served, number of bureau employees, organissa^onal 
units, geography and other characteristics which would provide an 
appropriate cross-section for examination of horizontal and vertical 
lines of operation. _ - i ^ 

The study chairman, an Indian business executive and special con- 
sultant on loan to the commission staff, was r^onsible fOT securmg 
loaned executives and general supervision of the project. Ten execu- 
tives, managers and technical specialists from the business and aca- 
demic community, worked on a full-time basis for nine weeks to com- 
plete the studv. In addition, two Indian coimnission employees 
participated to provide guidance on Indian points of view. Keviews ot 
specific management functions were assigned to three teams, ©acn 
directed by a leader. An executive committee was organized, consist- 
ino- of three team leaders and an Indian member of task f or^ three. 
The committee met periodicallv to exchange ideas and review fandin^^ 
and recommendations- All report material was carexully examined 
and unanimously approved bv the committee. Program direction was 
supplied by the Chicago-based consulting firm of Warxen Jving and 

Three functional teams were assigned to review-the budset process, 
T>ersonnel management and management information. After a bnet 
orientjition period, team members spent one week m Washington mter- 
viewino- bureau personnel, gathering data and formulating ossu^ to 
pursue in subsequent field research. Immediately thereafter, volun- 
teers re*»xouped into two travel teams which included members of each 
functional area. A third group remained in Washington to review 
pr^or management studies. The next tliree weeks were concentrated on 
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visits to two area, four agjency and seven tribal offices, as well as tlie 
Albuquercjue .Administrative Services Center. After individual field 
investigratioiis were completed, members met to exchange information 
and to ensure consistent findings. During the last five weeks, team 
members regrouped into functional areas and continued their inter- 
views with bureau personnel in ^Vashington while developing and 
writing the final report. 

Throughout the- review period, teams discox'ered a need to con- 
tinually evaluate 23IA organization structure. Although a compre- 
hensive organizational study was beyond the scope of tJiis project, it_ 
became evident that an organizational approach must be developed to 
reinforce other review proposals, A week was devoted to this effort, 
resulting in a fourth major topic area dealing with structure* Hero the 
focus was on BIA internal alignment and no attempt wxis made to 
evaluate the relationship of liJA within the federal government 
organization, 

l>uring the review, more than 250 federal employees and tribal rep- 
resentatives — including former bureau commissioners — were inter- 
viewed. These indix'iduals were coopfe^ntive and provided useful 
information. 

Report OrgaTii^atioh. 

Keview efforts ha^-e produced proposals to improve the delivery of 
federal services to the Indian people. They are liighlighted in Sec- 
tion Jl^ Executive Summary-. It includes a discussion of tlie implemen- 
tation of study results and suggests appropriate considerations to n.id 
the bureau in Tichieving im|>rovements. This approach may also serve 
as jt model for implementation of the commission's total effort. Find- 
ings and recommendations are discussed in detail in Section II, 
Functional Keports. This section is divided into three areas — Budget 
Process, Personnel ^lanagement and Alanagement Information. A new 
org:\nizatJOrial approach is discussed in Section HX, Organization 
Structure^ To provide additional guidance. Section IV, Implementa- 
tion, proposes a positive approach for accomplishment of change^ 
Section V, [Digest of Kocommondations, lists 23 specific recommenda- 
tions and illustrates the implementation action required as well as the 
financial impact of the proposals, Alembers of the^ review teams are 
confident that these proposals can provide substantial benefits for the 
Indian j>eople. 

Esysentially, this review has been a critique of the bureau and its; 
mariagcment practices* As such, it highlights improvement areas and 
does not adequately identify the dedication and skills of individual 
bureau employees. The as^sistance of these people as well as the x'arious 
tribal loaders* is gratefully acknowledged. Their cooperation enabled 
the re^new te^ams to accomplish their assignments expeditiously and 
added immeasurably to the value of the project. The report provide it 
base for continuing efforts on. the part of the federal goveriiment to 
improve its relations with the Indian people. 
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Section I. EXECUTIVJE SUMMARY 

The mandated Indian preference policy in personnel actions is b^^C 
implemented, although with some >*-rrnful eifect^ ^^^^T^J^nositivS 
effictiveness. Indian participation m the budget process 5^f^P9^^J;^ 
step to^vard achicvinjf self-determination. I>roccdune-s ^^'^ bem^ issued 
to unplement the contracting provisions of PnbUc Law . 

The Division of Automatic Data Proccssinff ,s also ^i^2S?.^cS 
comprehcnsi^'c modernization study to update its services. A pereon^^^^ 
management project director has been employed recently to spearhead 
speci^c improvements in personnel practices;. In J^.^f^^^i^' ^^^^ 
ment by Objectives (MBO) technique,^ are being used m a number-of 
locations. 

T*rior Assrx.tTrt'en/s of HI A. ^ •% 

Kumcrous studies have been carried out oyer the years by other task 
force -roups, committees, consultants, Indian orqranizations, federal 
agencies and individuals.' All have identified problems and made 
cific recommendations. In estabUshm- . the ^^^''''^^^^ 
it became obvious .that a comprehensive review of these materials 

"''a Sclrch'Sfprior reports'on BIA operations was implemented to 
ninnoint rccuriAn- references to topics tentatively idoitificd as poten- 
^^S^prSblem areas. The purpose w^s to o.tablisli a basis ^or cornp^.- 
son with findings of the current study "^and to ensure that all pertinent 
problem areas would be covered. . _ 

Over 7,5 representative reports written during the past 2.> years 
were evaluated, including several comprehensive studies and subse- 
auent updates plus a lar-e number of topical reviews made an the h^t 
I to 10 vears. With occasional exceptions the studies were ^jt^jted 
bv Senate and House committees or the I-.-xecutive Branch.^In gen- 
eral IhSrepSrts were prepared by staff groups witli in these branches 
inJludin- the House .Vppropriations Committee, Civil Ser^-ice Com- 
mfssion and BIA. Occasionally, special task forces were estoblished 
whllerin other cases, member^ of the private sector studied Indian 

^'"Fo^rTh'U anaU-is, 75 reports were grouped into 23 categories which 

combTned similar short reveiws. These ^^.i'^ ^PP^^J^S^f" 

hibit I Prior Assessments— TJstin£r of Titles and Title Categories. Of 

\{^''^^Jj^^r.^^^t<>v\<^ of specific intercut '^^^S^^^^^^^'^y^^^ 
rfJi-icw five <*eneral areas were summarized which api^ly to the broad 
^xxlie't of management as shown in Appendix,Kxhibit IT, Summa^: 
of Prior >Ianagrment Asessmcnts. The Ave major management topics 
considered relevant to this current study are : 

■ Mana-^ement, including administration, authority, organiza- 
tion, planning and the like. Xineteen of the 23 report categories 
id entify problems in these areas. 
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Accountinpr, wJm^ includes the budget process in its eig'ht sub- 
ject areas, was treated in nine cate^s^ories* ^ * 

Mana^^eroent information on all administrative levels was refer- 
enced in nine^ catcfjories- . ^ ^ 
- * . Personnel manaf[:ement and 15 related matters pertaining: to the 
effective utilization of human resources were found to be a prob- 
lem issue in 15 catepcories. ^ _ 

Inter^yovemmental relations, including: ^StA7s relations with 
^ other Executive Branch a^ncies^ Conjo^ress^ state and local gov- 
ernments^ were identified in 14 categories. 
A sixth major topic encompasses programs, facilities, natural re- 
sources* government policies* and JRYiancing. This ceneral area is, de- 
tailed in Appendix Exhibit HI, Summary of Prior Service Assess- 
ments. The, analysis has shown that prior '^studies directed somewhat 
more attention to this area than to the management practices and 
related functions which provide the services. Appendix Exhibit TV^ 
T>etails of Management and Service Assessments, lists all 60 problem 
areas within the six general topics- 

The results of the search indicate that many areas of potential prob- 
lems ha\'e b^n previously identified. TfVithin the management classifi- 
cation^ management practices^ personnel administration and inter- 
governmental relations received the most attention. Accoimting^ 
including the budget process, and management information — ^lioth ex- 
tremely important to effective management — received substantially 
less emphasis. 

An evaluation of prior , studies strongly suggests that findings 
related to the management principles of planning, organizing, -leading 
and controlling have not been given sufficient emphasis. Elements 
which require increased attention are : 

Recognition that management ability is Just as essential to pro- 
gram success as capital* 

I^rovision of executive l€iadershi|> at all organizational levels. 
I>evelopment of comprehensive, timely information for use by 
bureau persMmtcl to ensure effective planning and control. 
_JEnstaT^tion of an improved commimications system through- 
--^^"out the bureau. 

Utilization of long-range planning to direct bureau activities. 

Implementation of recommendations. 
Many of the prior assessments of the H JA id^tified similar prob- 
lems and resulted in appropriate recommendations. However, these 
past efforts fell short of their objectives because the apparatus for 
omplementation was^not present. As a result of these findmgs, the rec- 
ommendations of this review team are presented with an implementa- 
tion section to overcome potential obstacles. 

CoTicl'uszons 

T>iiring this nine- week intensive examination, the following con- 
clusions were reached. There is a notable absence of managerial and 
oi^ganizational capar tty throughout BIA^ I>ecisions are made on a day- 
to-da^ basis with little long-range planning. Commimicatipn among 
the organizational levels is poor as are agency-tribe relationships. 

Evidence of critical analysis and determination of appropriate i>er- 
fb rm a n ce standards for key positions is almost nonexistent and 
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.ohic.w.cnt.s in most »-V°t S\^X^aU^"i=en?K^ 

vardstt-cks. There is V""'^!?^^*^^.^ SS^S^^mple performance 

-Tm"^fS?era?^ttd|-and "--IV-^^r^^eraT^v^^^^^ 
suit oi these inadequacies. The i"^ J"™^^^ effects 

sf^?«^.Tj'4T»p^i^t^jin?err^^^^^ 

development. - 

^^^™'^;ar;resontea ^^X^^^^^.r^^^^^i ^r^^^ 

^l"?c^;'l^^a?t°^iS^'l^§far^?o;^^^^ ^Wt, per- 

tonncl, management fSSnt that the client is supposed 

The bud-et process IS ?^VC^^^,^ ^J^^.^^^^^^sY^^^^ AnSysis. 
to formally P^^rticipate ii> the b^pjet rg^u^^^ ^^^^^ 

However, lon|r-ran-e r>^f^^^^^^^^t^l^^f^Scf^ri is fragmented and 
jranization of the budj^et and the p « ^ formal 

incffec-tive- To increase the ^| th^ bud<^t pfocck. It must 

ScTul-co^P^^^^ S 
tio-^n^^shSrcVnLffi^^ 

report dii^tly to tV^iufrToTslmUar oSiSSilS a^ lo^er orfpmiza- 
functional responsibilitj 'S„,.Slnation of these-related /actnr- 

tional levels. This ^rould '>"P.^":« "°?™J^ntation 

ities. Throughout the Pr«E^^''°" t^ie^I^Sn in^e development of 

&^t '^or';^1^'1^nd -^^^^ ^^^^^ 
crea'Sedi.-isibiUty for Indian needs „^ j ^,6 bureau is inad^ 

* Almost every area of personnel managsm^^ 

quatc. The Present ^^^^^^1°^°^^ SkenbVSie bureau. T& ap- 
=iav-e«ely aitec^ an pc^el "^^-^i-^^^^Sailed to ensure effective 

l^^^i^Jii^^&i^Sa^ng Pro^^^^ 

-tiiSM^t^^i 

^'I^p\^>ee«la.ions^c^^^^^^ 

tin^rt-Si&^^aSi^l^^^^^ -d-^ri^^-de^^^ 
^^'^^^Tp^Sfirr^^rS^r^tl'^^C^^gi^ic^e^ ^o'^'^ 
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continue to review personnel management activities m BIA. Tlie 
project manager^ assij^nment to correct deficiencies in personnel man- 
agement must be contmued. and emphasized- 

A modemi3»tion study is underway to update the data proce^ng 
function. However, the" estimated implementation schedule should l>e 
moved ahead 50% wMIo equipment revision should include multi- 
processing and communication abilities. Automated inventory systems 
should be developed on a centralized basis. The potential financial 
benefits would be substantial- 

Management by Objectives must be revised to set goals flowing 
upward from lower operating levels with guidelines flowing down- 
TOrd from upper management. It should be integrated into the budget 
process along with employee performance evaluations. 

The present structure.. of the bureau is better suited to serve a 
single, common need, client base. However, Indian people have diffcr- 
in<' needs which require a variety of services. The current organization 
is characterized bv a lack of communication, exccissive spans of control 
and ineffective leadership. There is little evidence of preparation for 
the future impact of Indian sclf-deteiroination. Indian input and 
proximity to decisions is minimal while bureau response time is 

excessive. j -- 

A new organization concept has been developed to move dccision- 
makin"- closer to the tribal level and provide dramatic leadei^Oiip. The 
recommended approach is based upon separation of functional and 
administrative responsibilities- This concept will permit the eliimna^ 
tion of 12 area offices and the creation of six regional service centers. 
This calls for a major change in the responsibilities aligned to new 
regional service center managers. Agency offices would have n}ore 
responabilities and a change in name to local service centers. Two 
cot^lidated functions — ^Human Kesources and ITatural Tlcsources— 
would be established at the central office. The reporting relataonship 
between school superintendents and the bureau would be strengthened 
and a mechanism for Indian participation in educational decisions 
would be establishorl. Conflicts between the bureau and tbejDepartmwit 
of the Interior ^an be partially ifesolved by elevatmg the commis- 
sioner's position to that of nn Assistant Secretary. ^ X- 

The bureau muf^t have its own legal staff to provide timely attention 
to Indian needs. Hi?t.ftl*lishing a separate entity in BIA will overcome 
existing conflict of interest problems in the Department of the Interior. 

BeTie-fits ■- TAJ 

a result of this study, 23 recoriimendations have been formul^»a 
to'improve management activities in the bureau. These ar^ detailed in 
the following sections. Implementation can be accomplished by execu- 

^^he^Smarv objective of the review was to focus on problem areas 
needing immeaiate attention. Whenever p<^blej ^<A dollaj^savxiigs 
were cSantafied. Improved efficiency is anncipated as a result of all 
recomiien^tions. S^larly, anti<npated costeof ™P^«^^*»ti^^™ 
also been included- Both savings and exp^^ur^ wore projected^ 
the basis of bHef analyses and may not reflect all eleiiients involved. 
The total annual aaancial impact of the recommendations is shown 
in the following t^le : 
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Annual 




Savincs 

CogjivotdMGv^^^. 


5112, 800,000 

- Z 10.000,000 

. 272.000 


$20»000,000 

smTmo 



The above figures include annual savings of $ll-xmlhon ^^;^5^ 
be attained tlirougb implementation of the suggestions on organiz^ 
tfon^^^r^afings £id costs related to^starTevels ^ere calculat^ 
on the basis of avcx^Lgc bureau salari^ It is anticipated that meet 
staff reductions can be implemented through attrition or reass2gn- 
ments to other federal agencies. • 

_I'mpZemerU<Uion. « . ■. 

A. number of problems which reduce BIA. effectiveness have b^ 
identified in this study. Proposed soluUons and anticipated benefits 
are described in following sections. To preempt the possibiUty tlus 
«»tudy will suffer from lack of implementation^ Congr^ must act to 
develop a positive vehicle to expedite accomplishment. First, C/Ongress 
must give the report formal, general endorsement of concept ^d in- 
terest. Then, a Management Xmprovement Implementation Keview 
Office — organizationally located in an aPPropriate,^]^?€™®^*,5*^ 
sion of the Office of Management and Budget (OMB)-^auId bo 

^^^i^iaScrfy reports and interim updates in special situations should 
be distributed to the Commissioner of Indian Affairs, the Secretary 
of the Interior, appropriate congressional committees and the Execu- 
tive Office. These official documents will indicate implementation prog- 
ress and pinpoint delays and problems. In addition, management 
team members should provide counsel and periodically review imple- 
mentation strategy with review office personnel. KmaDy, the commis- 
sioner and the Secretary of the Interior should be required to high- 
light e^ntial features of these reports in annual budget presentations 
to Congress. 



SECTION FUJNCTIONAI-- REPORTS 

^. ^ ^ • . ' 

: ^. Bjxdset Process 

The TJnited Stafi^S' budget i^-a .financial P^^^ indicating Pi'Og^rani 
3>riorities*and a fiscal policy tool reflecting tne economic health of the 
federal govermneut, TngiThudget process is composed of four parts : 
' E " ^.-^-^^ 

Congressional action* " " ^ Z 

■ Execution and control* * ^ 

*^ Review and audit. , , 

This section focuses oxx formulation and transmittal and on ^^^cutioh 
and control. ^ ^ 

The fiscal 19*57 BIA budget totaled xnore than $1 billion-^ Of this, 
naiscellaneous appropHatioiisand trnst funds provide S313 million. In 
addition, approximately $500 million^is provided by othet federal de- 
partments* Xext January, the .President ^^cheduled to sublnit the 
budget request for fiscal l£>T8.*This is'the culmination of a process which; 
began in the sf>rln^ of 1076. At that time, the Office of Mana^ment 
and Budget provided the Department of the Interior with Target. 
Planning Allowances (TPA)^ — estimates of f^^^ds available for fiscal 
107S. TPAs are subsequenUy allocated among "^'arious Department of 
the interior operations- Some; bureaus form nlate their budgets ce^i^ 
trally: However, the Bureau of Indian Affairs^ is unique because the 
client formally participates in the budget process through Band Anal- 
ysis which allows tribal councils to set priorities for selected programs- 

I^resent O'peTotions 

To understand tlie budget process, as well asjtji appreciate the kev 
decision points in the process, it is essential to understand those por- 
tions of the organization directly involved. An organization chart. 
Present Organization Planning and Budge ting? ^ found on the follow- 
ing page. Tne Bureau of Indian Affairs consists of a central ofl^ge. 12 y 
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area offices and 82 subordinate field installations (agency offices) ,lo- 
^Idtiix^Sout the country. Eadx area office is_under tbe supervision 
rv* 5. iTftctor who tvpically controls several a^n<ae^ , . - ^„ 
Th? O^rSSioSr of Vdian Affair^ establ^hes policies; d^^ 
iotal^pS^ons; and represents the bureau in ite ^l^li^^^^J^^ 
cS^ ori^^r federal aepartments an'd agencies, the Indian people 
gl^uMirHe^aid^ in internal bulSau management b^ a bepxity 

"^^?^lSy"pi^^g sSff'S^^^^ 

sion r^icS^and^jectx^ long-Tange3>jans in co^r^a- 

SS^cKvi^whi^ rSS'^e fSSreTeeds of tki'lndian people and the 
^"Se Office of Administration provides staff support in l^e develop- 

and ^^^^f^^^^^^^^^ram^^ implement^on and 

-agement, SS§^ters burSauwidd syst^ for fiscal, ac-' 

safety^ ^^^^g^^f^^^lj^i^^ STpayrolV personnel records; 
counting and ^^^^^^^ ;^!2^Tr^ for arStectural and en- 

operates a computer se^<^^^^^ 

^^t^r^SSkS the cen^ office, eastern -rea 

j^^J^^*^=_T «^tf^p.r.f. toctiSns: identifies. budget-cycle perform- 




ance activities , 
ployee data systems. 
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- Prograrci Devdopment aad ImjDleinentatioii assists Financial !Man- 
agement ..with, bud^t-irycle functions; "implements policies and pro- 
gram, goals througii the budgetary process; develops annual program- 
plan instructions; reviews- program requests and proposed tribal 
plans ; develops bureauwide program planning ;^ocuinents, budget esti- 
mates and justifications; prepares budget legislative hearings, field 
planning allowances and tentative-allocations; performs budget execu- 
tion functions including contintdng resolutions, finance system encod- 
ing programs, fund aliotments, personnel reviews, funding analyses 
and condition report exceptions between planned and actual 
conditions. 

. At present. Financial Management is responsible for budget formu- 
lation. However, a separate Policy Planning Staff reports directly to 
tiie commissioner- llus same separation also exists in many area and 
agency of&ces between the Planning, Program and Evaluation (PPE) 
staff and the budget function. As a result, the f orward planniii^ func- 
tion of the bud«:et cycle is separated j&-om the monitoring activity. At 
present, the Policy Planning Staff is not responsible for direct analy- 
sis or long-temi planning and no planning function is designated at 
the area and agtincy levels- 

Form'alized communications do not exist between the Policy Plan- 
ning Staff and areas, a^ncies and tribes. The relationship between the 
central oj£ce and area ±*PE budget function is one of downward pro- 
cedural information, and lapward consolidation. The same basic 
budgeting relationship exists between the area and the agency- How- 
ever, <Sommunications. between the agency and the tribe occur during 
the budget planning phase "but not during the budget monitoring 
phase. * 

The headquarters staff provides program allocation information to 
12 area offices. Area staff compiles a majoritv^f the budget estiniates 
but allocates responsibility to agencies for some local programs. Tribe 
participation consists of' indicating spending preferences through 
Band Analysis at varying levels of total funding — 96 106% and 
116% of the previous year's outlays. These percentages reflect a 6% 
traditional annnal' increase- The agency budget estimate, signed by 
the superintendent and trib&" representatives, is subsequently for- 
warded^fo" the area ofiice whi^'e areawide estimates are compiled and 
sent to the -central office. Bureau estimates are incorporated into 'a 
Prc^^m Strategy Paper for review by the Secretary of the Interior. 
: An OiHce of IManacement and Budget flow chart. Budget Prepara- 
tion- Svstem. on the following page inidicates bureau budget reporting 
relationships: Congress, the President (OMB), Department of the 
Interior, BIA headquarters, area and agency field offices and tribal 
entities. This flow chart highlights the integration of national pro- 
grams with local band activities and TP As which form the basis of the 
Program Strategy Paper prepared by the burpau for the Secretary of 
the Interior- A more detailed illustration of the budget development is 
shown in Appendix Exhibit V, Budget Development Action Sheet, 
where key decision points in the budget process are highlighted- 
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Banded program outlays represent approximately $351 miUion of 
the total $1 billion BIA budget, \rfiiie non-banded programs account 
for $392 million for fiscal 1977. In addition, $313 million xu miscellane- 
ous appropriations and trust funds are also outside of the banding 
process. Thus,'more than half of tlie budget is not determmed b;^ Band 
Ajialvsis. A- complete listing of program allocations is shown an Ap- 
I>endjx Exhibit VI. Banded/Non-Banded. Program Funding — ^Fiscal 
1976 aivd 1977. Xon-banded programs include road construction, major 
irri«^tion projects, grants, aid to public schools, off- reservation board- 
ing'schools, facilities maintenance, Indian Action Teams, business de- 
velopment "and other items. The follo^ving criteria are used to ;]ustify 
non-bhndcd central office programs. 

Local projects under evaluation. - . 

High-cost, short-term projects impossible to fund and maintain 
at an agencv level- -^^ i j 

Direct-level programs where allocations are specified by depart- 
ment. Congress, courts or OMB. . . 

ifon-BIA funded programs where appropriation levels are 
specified by other organizations or where no discretionaiy oppor- 
tunity exists for program revision- - 
Short-term programs with specific legislative authority. 
iTonagency programs involving Indians beyond BIA or area 

jurisdiction. . - . ' 

Startrup expenses jfor new, h^gh-cost projects. 

Major ^fts in program, emphasis (out of band one year xmtii 
oj>erating experience is gained). , - 

Exclusive, centralizea programs with field allocations- 
Trust programs with unpredictable funding requirements. 
Band Analvsis is initiated through an audio-visual presentation to 
tfibal leaders!- Following this, the tribe is given a form^on -which^to 
indicate local funding priorities. This form is found in Appeiidix 
Exhibit VII, Band Analysis — ^Local Fundmg Priorities — ^Fiscal 19 * S- 
Thii? lists all programs budgeted at the agency level and shows dollar 
entries in the base vear. for all agency-level programs in the oand. 
Tribal leaders are given a total target figure for banded programs 
(based on the TP A). Space is provided to indicate targeted dollar 
^amounts for each banded program as well as high/?ow alternatives to 
express outlav priorities. An opportunity also exists to indicate an 
unconstrained level of funding for an "optimum but realistic ' budget. 

Evciltuxtion^ „ '. _ . .. - , . . .: „ 

The following set of criteria can be applied to any budget formula- 
tion process to emphasize several factors that are necessary for effec- 
tive budgeting. Within BIA, some are fully supported, while-most are 
wcak.-as indicated in the following discussion. 

The budget must have top management support. It is important 
' for all managers to utilizejthe budget to plan, control and improve 
the organization and its services to tribal entities. Failure m this 
vital objective challenges the validity of the budgeting process. 
Equally important, all line and staff managers should understand 
that the commissioner and his staff are committed to adequate 

^^^dSmitive organization structure and decision-making proce^ 
must exist. Although the present organization contains stated 
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budget functions, in some instances the budget formulation and 
control functions at the area level are organizationally separated- 
This type of structure limits direct communication and fosters 
misunderstanding. Responsibility for some programs is xmclear 
because activities are ^lit between Band .Analysis and central 
office administration* ^ ■ \ ... . 

Budgeting systems must be planned with Indian participation^ 
Although the budget process is^ planned within BIA, it is not for- 
mally linked with any long-range planning program. As a result^ 
the planning process only extends 18 months mto the^ future- — 
harduv a long-term time frame. 

BucLget-system responsibilities must be fixed and tmderstood- 
Budget-planning information flows downward in the organiza- 
tion from central office to area^ agency and tribal entities xmder 
the assumption that each level xmderstands and follows instruc- 
tions. However^ this is not always the case. As a result, actions at 
lower levels are somewhat different than intended. The central 
c^ce must assume a much stronger role' in defining to the field — 
particularly at the agency level — ^the purpose of the budget and 
^ts liixiitations. Apparently, the audio-visual presentation is not 
communicating the budget process clearly in the field. 

Budgets should not dominate decisions. The budget staff pro- 
vides minimaT. input into the decision-making process. Program 
directors dominate decisions on fim deallocation because of their 
control in program determination* ; * 

Technical ^bjcqoxl should be minimized. The BIA budget per- 
forms exceptionally well in this area- Technicals and accounting; 
jargon are generally nonexistent^ , ^ ^ _ 

Budgets should have clearly stated, objectives for improved 
performance evaluation. The present budget system only 'meas- 
ures the Ifunds ^ent or obligated against the amount budgeted* It 
does not include any measurement proce>dure for determining re- 
sults. Thus, the effectiveness of managers, opganizations and pro- 
grams are not measured. "The budget prx>cess is capable of per- 
forming these important control functions. The present Manage- 
ment, by Objectives (MHO) program^ if strengthened and 
combined with the budget function, could provide an improved 
measurement tool. ^ ^ 

Proper understanding: of budget purposes and limitations must 
be clarified. Tribal willingness to learn and: understand the 
budget ^stem exists, but effective leadership at the BIA agency 
level is deficient. A jnechanism to ensure organization understand- 
ing should be installed. Care must be taken to prevent the budget- 
ing system from becoming complicated. - 

Program budgets should not be either deliberately overstated" 
or.und€y:^tated- Variances between budgeted amoimts and actual 
outlays should be identified with no superficial or inade<iuate justi- 
fication vpermitted- Improper ^diargcs to accounts/ with surplus 
monies should not be allowed. 

There must be participation in the development and use of the 
budgets. Tribes should become full participants in, the budget 
procjcss. This -implies more complete information at the tribal 
level ^lany tribes do not believe they play meaningful role in 
the budget process. 
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Band Analysis permits clients to participate in setting very few 
. :agency service p-riorities. Client participation is a logical and laudable 
Elective and ^onld be supported to improve relations between tbe 
Indian community and the government. In addition, such, parfctcapa- 
■tion is a legal requirement imder the Indian Reorganization Act of 
. 1934 winch. prescribes coinmimication of tribe requests to OAtB and. 

Oongress. ^ - 

However, there is a larger issue in regard to client participation 
which should be noted! The bureau's budget is about two-thirds of the 
total federal funding for Indian programs. Moreover, less than oOyo 

. of the bureau's budget is subject to any form of Indian participaUon. 
Hence, the extent of present inx'olvement cannot be interpreted as 

■ Indian determination of federal spending, pnontit^. Effective tribal 
participation would include client evaluation of all department pro- 
grams, not just a portion of BIA expenditures. TJnder the pr^ent 
svstem, a tribe can make tradeoffs within the BIA budget which, 
accurately reflect relative priorities and yet receive a total pacfcage 
^f goods and services which does not meet those priorities due to m- 
s^mcient influence on other federal programs. , j i -e. Ji 

Tribal participation is de^red by the BIA. Although federal fund- 
ing does mstiU some constraints, tribal input into the budget process 
^ and should be improved. The Band Analysis concept as used by 
BIA is indicative of a concentrated effort to obtain tnb^ viewpoints. 
However, many Indians today are cUssatistied witH it. Some current 

issues and problems are : . t - j.-^*-;^^ 

In developing some tribal programs, BIA plannmg activities 
are aligned to a budget process which furnishes projectio^ for 
periods of approximately 18 months. However, extensions <^ pro- 
gram plans beyond the upcoming fiscal year are not mclnded m 
the formal budget system- _ ^- 

, Tribal leaders are uninformed regardmg budget concepts and. 
their ability to make changes- : ' \ . - , 

Participants are given sketchy information, typically, a single 
base year dollar figure for 'a pairticular program without a de- 
' - tailed breakdown- ... . \ ' _ . 

Tribal participants have only a short time to make their deci- 
sions. A typical time span is 48 hours from initial presentation 
of inforination to final decision- A ' 

Band programs are determined by BIA and chan^ from year 
to year. jReasons for banding are not explained to tribalJeaders- 
T^e superintendent or even the area director may also\b^ un- 
aware^of this explanation- Some problems are caused by area or 
agency ignorance of'the bureau's budget instructions- «^ 
Additionally, there api>ears to be a central ofl5ce trend toward with- 
drawing programs *from Band Analysis. These chan*res seem to^be 
based on several factors. For instance, some feel that it is easier f pr 
advocates to seH*<Uongress a particular program when it is not on the 
band and central office directiors believe they have federal e^ertise in 
dealing with certain problems. While they feel more capable of coordi-^, 
nating programs witE other federal departments and ag^icies, iii&y \ 
are not effective.' Another factor, placing the major emphasis on tribal 
decisions, could present morale problems in centrral and area offices. 
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These administrators ^nrould lose influence and ^oxd<y«. required to 
id^n t^Ocouncils for input. FinaUv, tribal^ participation may 
dilute trust responsibiUty. Ho^^ever, tbis lias not been ev^dencecL_ 
I^rge amounfe of budget funds are under the control of axea offic^ 
Un^an area, director^ profident at commumcataon, l^ere^ is no 
iiia^^tee that eitber agenci^ or tribes bave apprpp^ate^ad^^ 
Hve knowledge concemng these area office funds. This PP^^^^ ff^ 
counts for much of the antagonism between tnbal councils and area 



^ long-range planning does not deal with the ^ture beyond^ 

18-month tmie sjan: This system prevents effective 

in<- future goali Dollar availability of TPAs does not adequately 
cover the financial requirements of individual trib^. ^ comprehensive 
needs analysis and a plannihjr vehicle which is closely 
the budget process are necessary to effectively fulfill the BIA missi<m 
among Indian tribes, particularly in emergencies. The Preston Keport 
issued^ in May 1971 stresses that there is an "absence of careful plan- 
nin<^ before Enouncing and attempting to carry through some ^^a^or 
ne^ policy directions.'* As a solution, the report recommends better 
planmng for Indian self-determination and systematic mvolvement of 
Indians in BIA policy and program decisions. _ 

A basic conflict exists between advocates of Indian self-determma- 
tion and the constraints imposed by the budget s>'stem. On the one 
hand, the purpbse of self-determination is ''To provide maximum 
Indian participation in the government and ediication of the Xnciian 
people, to provide for the full participation of Indian tribes ori pro- 
krsL^s laid services conducted by the Federal Government . . ^^^-er- 
theless, funds for such programs and services are funnelled througli 
the BIA budget preparation system wh'ch operates under ^ijnstraints. 
^ch as: finite availabilitv of f unds ;! federal tru^ responsibility for 
some Indian-owned resources: financial impact of other federal pro- 
grams on BIA expenditures; departmental, presidential and congr^- 
lional assurance that public funds are bein«: used iti an appropriate 
mantier; and court decisions, legislative actions and program com- 
mitments which, at least in tTie short-nm, introduce an uncontrollable 
element in some BIA programs. , , ^ * ^ 

-Thus, a balanced environment is needed to provide an effective vetu- 
eie for Indian self-determination within the constraints of the federal 
svstem- The evaluation and recommendations which follow recognize 
this requi^rement- ^ - 

Recom/m&ncLations' ' • : 

1. EstablisTt a fo-rmcd planning sz/sterrt, icithirt BIA^arvd integrate U 

irvto tJie -present h-udget ^process 
The present budget process onlv furnishes definitive plans for ap- 
proximately IS months at a time. Tribes are confused regarding future 
prooram developments funding availability, banded programs and 
- their relationship with BIA. Therefore, a formalized planning system 
should be installed^ to incori>orate long-term planning, capital and 
operational projections, the budget cycle, a result-onentcd tribal needs 
analysis, the present MBO program and other agency activities relat- 
ing to Indians- .... ' . 
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Tribal needs analyse&^hould be imdertaken at the agency planning 
and budjgeting level in cooperation with tribal leaders. Indian self- 
determination mxist be a vital consideration in the long-term planiun^ 
and budgeting process. The tribal and agency level is the first and 
most important. A data flo-w chart, Tribe/BIA Planning and Budget 
Formulation, presented on the following page illustrates a suggested 
approach, \ . - 
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tnixK- process sHoixia consist of several spec^^fic steps 
^on mi2st first be accxxrately aelinea.ted..Xlien, a. compre- 
bal needs analysis, inclnding determination 

sRoxiia be nndertaken to consider tbe present sirua^n 
>ptimuin, Xbis tribal needs analysis sbould m^ude: present 
s^d tribal income, present :BXJC programs/benefits -Pi«J 
ral and state prog:rams- Subse<inently, long-ran^e Pl^ns 
formulated based, on tbo present situation and tne trioai 
^sis- Kixiallv, bud^t formulation sbould be planned xn an 
nner to include tribal input meaningful to its nee ds. _ 
cess -would start in tb© planning cycle and is shown m tlie 
locks of^ tbe flow cbart, T^oposed T^n^r-Range Flannrri^ 
L tbe following page- Agency and tribal plans are reviewed, 
Lnd consolidated at tbe area'^level and forwarded to tbe cen- 
or furtber review and consolidation. A. reconciliation report 
tribes to explain plannin^jdijOTerences. I*lans sbould be 
for a five-year time period. JData from tbe comprebensive 
Ls analysis sbould provide basic input for Band Analvsis 
3and -A-nalysis is separated from tbe long-term planning 
i moves upward tbrougb the budget process. Xbe cycle is 
mually. 
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The commissioner and the indi^'idual directly in ciiarge of the plaiij 
Txmgr function mtist be held accountable for overall effectiveness and 
results. Separate parts of this ^rstem presently exist Tsrithin the tribes 
and BIA:, however, to work effectively, each of these separate parts 
must be1>rought into a formal system and improved to fulfill its defined 
role in the planning cycle, ^ ' ^ _ _ ^ 

Implementation of the recommendations will provide impoii:ant 
benefits. It will not only reinforce the separation of lon<r7 and short- 
term operations, bat also contain necessary elements of direction and 
control over area and agency objectives. In addition^ it provid<s struc- 
tured information for the planninpj and budget cycle and supplies a 
vehicle to guide capital resources and manpower allocations into^ra- 
tegic areas* Furthermore, it utilizes tribal plans and needs analyses in 
the planning cycle. ^ 

Development of this system must be the responsibility of the indi- 
vidual in charge of the planning and budgeting function- A proposed 
organisation is covered by the next recommendation. Xhe system 
should be implemented using the following basic steps : 

Organize the planning function as^ indicated in recommenda- 
tion two. 

Determine the existing parts of the proposed present planning 
cycle. 

* Identify the quality level of these elements. 
XTpgrade quality where reguMreck- 

Furnish data on the operiiSion and integration of planning 
cycle segments.^ 

Formulate time schedules for coordination of the . planning 
cycle through all portions of organizations. ^ 

Monitor tmderstanding of system and adherence to prescribed 
cycle. . ' ^ " 

Ensure, proper understanding xmd adherence at those points 
' where they are lacking- - 

S. ReoTganize hixdgetinff^ -planriing an-d rnteTgoverTvmentaZ Telcttions 
into one i/ntegr^teil orgaTiiz/itlon ^ 

The present BIA planning and control function is fraj^ented, 
whil& the organization lacks a strong focal point. Xhis is mdicated 
in the chart, J*resent Organization^ Flanninf^ and Budgeting, on page 
12. Xntergovernment;>l ^Relations an<l the Policy Planning StaflT report 
directly to^the commist^ioncr^ with the budget function reieM,ted to a 
much lower level. Coordination, between planning and budgeting is 
weak and must be strengthened. T>^ng-range planning is nonexistent 
at the lower levels of organization- Information relating to other gov- 
ernment programs docs not reach ^tribes through any formal 
channel. ^ ^ ^ 

The related functioxis of planning^ budget and intergovernmeiital 
relations should be integrated into one organizational xmit designed 
to provide long-range planning and :control in an effective nciazmer. 
The new central office planning and budgeting unit should rsport 
directly to the commissioner to ensure that thib imj^ortance of this activ^ 
ity is recognized by the organization and to provide the commissioner 
elFcctive planning and Control data. Implementation will establish 
total BIA^ coordination so that sufficient effort will be given to shorts 
and long-range planning. . 
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The unit contain four divisions: Intergoverpnental Relajdo^ 
Bud«-et and Analysis, I^ogram and ServacePlannm- and Tit^ 
gwS^T.<r T-h«> proi^d orStnization chart, ProT>osed Organization 
CentrSoffice Planmnff and Bud<jetinff,'is shoTV'nl>elow on this paf-e. 

IfttersovernnientalRelations should compile and disseminate in- 
formation concerning other federal and gate p^o^OTms ^^^^^^^ 
performance and int^^rest level of tribes. Bud-et and -"^J^ should 
^ablish, control and monitor budget policy^ prepare budgete; moni- 
tor bud^^et variances; obtain variance justifications and report toO^ 
managOTent: ensure proper use of BIA budgets; inatw.te an^O 
nrcyr^m - and ensure budget compliance. Program and Service i'lan- 
ninS and Trust Planning ^vill drffer due to their umque character- 
i^l^ Ix>ng-r»nge planning may require differing tactics. Both units 
should coiSolidatc tribal-BI A needs analyses and initiate long-term^ 
tactical, operational and capital plaiining. 

The plannng and budgetmg function at both area and agaicy levels 
should rei>ort directlv to the area director or agency supenntendent- 
This function may not require four separate units as in the ^ntral 
office, since the two. planning functions can eaaly be combmed with 
Intergovernmental Relations in smaller areas. These same combina- 
tions are practical at the agency level. 



PftOPOSCO ORGANIZATION 

'Central office 

rt.AIVNINC AND BUDGE r I IMC 
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The central office must contrdl area functional i>olicics and proce- 
dures in addition to providing advice and toiinsel to subordinate plan— 
nino- and budgeting units. Each level of the organization should recon- 
cile'^lans and budgets vrith lower and/or higher levels. However, final 
decisions should be made by line management and, ih cases of dispute,. 
hy the commissioner. The relationship between the. various organiza- 
tion levels^ Proposed Organization Planning and Budgeting Overview,. 
is indicated on page 26. The fimctional relationship between various 
planning and budgeting levels is indicated with a dotted line. 

The proposed organization establishes a single, integrated tmit for 
coordinated planning and budgeting between the BTA and the tribe^ 
it also pro\'ides a vehicle to implement the proposed planning and. 
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budeetinfr system. Implementation- can be accomplished withont m-. 

creVSS- §ie^umber of positions by taking the folWmg acUons : 
r ■ &tablish specific^isponsibUities wath fuU omplementetao^ au- 
; th^ty f or ilSdirector of the proposed planning and budgetmg 

' orgam y.a<ion. ■ ' ■ , - ' ^ ... ■ - 

IdentidN^ qualification levels for aU posxti^^ .-^ 

Consolidfe the central office orgamzation- into one physical 



location. 



Impl^ent the formal planning and budgeUng system.^ 
^mtor the new organization based on aduevements aaid its 
ability to implement the formal planning and budgetmg system. 
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Stitrvulate I'kdiart pcarticipatiort in tJt^httdget process 

3and Analysis docs not 'provide adequate program coverage, infor- 
mation, training or evaluation. Indians participate for only a siiort 
time, niakmg decisions which they often consider meaningless. There- 
fore* this concept should be clarified and expanded "wdth a total bud^t 
system which, is imderstandable and provides full covera-ge. Agencies 
must provide more detailed budget data and ensure adequate 'T^J^ 
participation for- the. establishment of Indian self-determination. The 
system shoidd apply to both area and agency level bud^ts and extend 
across a- maximum nimiber of programs. Detailed justification for ex- 
cluding programs from banding should be required at the department, 
level. The terms banded and nonbanded are used in this report only 
for clarity -in discussing the present buagct system. It is recommended 
that with the adoption of this new budget system, these category names 
be changed. ' i 

Tribal leaders must play a comprehensive role m the budget process. 
For example, in preparing the fiscal 1979 budget, agency and tribal 
officials sho\dd-develop-a tribal needs analysis and a long-range pli«i 
bv October or November 1976. The plan should take the forin of an 
i^ie paper for transmission to -area, and central offices. Tribal input 
iniist be obtained earlier and represent the beginning of the formula- 
tion phase in the iJiidget and planning process. In turn, the allocaUpn 
of target funds by program, area' and a:gency should be accomplisliecl 
in accord with the expressed i>riorities. j i j ^ 

Agencies must provide tribal participants with detailed br^kdowns 
on appropriations for each program element by object class--Complete 
ir formation is needed on various program cost particulars. These data 
would permit more effective -evaluation and discussion of an agency s 
<:ervice-deliverv efficiencv as the bureau budget proceeds throtigh the 
department, C)MB and Congress with feedback to the tribes on tfte 
future of agcncv-level ser\-ices. , . - j ^ -' a 

Closer follow-up and monitoring of agencies is required to insure 
that the budget process is understood by the tribe and that the t^^be 
is fully integrated into budget development. It is also neces^ry to 
measure actual outlays :tp establish conformance with tnbe priorities.. 

Implementation will: j-" - -i- <^ 

Provide a budget whicli represents- Indian priorities. 
Reduce the frustration, anger and meamnglessness. of tnbal 

^^'i^SS^a^iinistrative skills for consistent, useful tribal budg- 
etary -participation. . ^ -dt * 
I*repare for planned tribal assumption of present 

functions. - . 

Induce a specific tribal approach to Indian problems. _ 
^Stimulating participationr-will be the responsibili^ of the director 
of the planning-and budgeting, function and should occur simultane- 
ouslv^-s^th Tm:^ementation of the planning system. The new planning 
SHH bud'^ting organization must devise a data collection and distribu- 
tion vehicle which can be understood at.the tribal level. 
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Include all vi^nhanded area, progi^ms except trust furula in the 

age^noy Intdget formation processed "by fiscal 1979 
Presently, agency budgets do not indicate all pro-am and support 
costs as some non-banded activities are deleted. Thus, tnbes and agency 
personnel are tma^vare of sliarcd-progi-am oi>eratins costs. Ideally, tlie 
budget process should indicate three basic output classifications : func- 
tion or activitv, object line and cost, center or area of responsibility. 
The present budget does not reflect total costs at the eniargy level. ^ 

* All non-banded area programs should show equitable allocations by 
ao-encv. Those slibuTdiDe separate agency budget items and indicated as 
uncontrollable local expenditures. Agency and tribal personnel must 
understand the logical isasis for allocations and their relation to prO- 

gi-am costs. - ^ - zx- \ t4x> j 

A.<»encv budget input repoi-ts "should be revised to indicate iSana 
AnaTvsi^Controllable 3L.ocal Funding Priorities" and a new section 
added to cover ">ron-banded Analysis — ^IJncont roll able_Ix>cal Alloca- 
tions." Combining controlled and uncontrolled allocations will indi- 
cate both dii-ect and indirect agency funding. Thus, agencies would 
be «iiaraTiteed receipt of controllable local funding priorities. -H<>'^- 
ever, until non-banded programs are reconciled and discussed, thei-e 
is no guarantee that funding for imcpntrollable local allocations will 
be exactlv as indicated.' _ 

The benefits of this approach are as follows : , ^- -u 

Resulting data could jbe expressedr by function or activity, ob- 
ject line and cost, center or area of responsibility. X 4. V 
Agency morsile would i'nciprove due to the inclusion of a total 
needs assessment in the budget report. _ . 

Process integration should enhance self-determination. 
Tribe-agency communications with bureau, executive and legis- 
lative entities will improve. ^ , , „ . ■ 

A'renov budgets could be "added up" to arrive at an overall 
' bureau budget — a further division of agency budg;ets into tnbal 
entities its a basis for a total bureau appropriation is unnecessary 

^*I>ece]^^li3!cd agcncv superintendents, staff and tribal councils 
^ .will be provided with a means to plan and improve operations. _ 

Vllocation methods should be initiated by individuals ^thin the 
biid^ct function knowledgeable in modem cost accountmg: and a-llocar 
tioirmethodologrv.-. Responsibility should reside in the director of the 
RI A. budget process. Full implementation should coincide with tlie 
fiscal- 19T<> planning process. Total man-hours should not exceed 1,OOU 
at a one-time cost of $50,000. . - 

r>. JlfaX-e t1i/> hudget fiinfttcm responsible for variance analyses an^ 
performaTi-ce revietcs , 

The present budget svstcm is not fully utilized to report variances 
and performance levels" The MBO program is concerned watb indi- 
vidual objectives and so is reviewed and reported s^arately f romthe 
budget monitoring function! Total management evaluation isnc^ected. 

Biid<^t -variance analvsis andf. performance reports should become 
an inteWal part of the MBO budget function responsibility. Regular 
analv<;es <*f budget variations by predetermined percentages or 
amoiuits should "be justified bv managerial reports. These results 



should be forwarded to the next highest budget function or line man- 
agement for review and action. Variances should be an integral part 
of -performance review. Objectives should be evaluated at least quar- 
terly and variances justified. , ; 'a. 
' In this "way, the budgeting process would become a management 
control tool encompassliig five actions described in the chart, Budget- 
in<i- Control " Process/ as shown below. First, managerial ^ieports, 

i in'^icStting operating activity results, should, consist of budget cycle 
output and data, relevant to ^li*> pro^ nf -opor^iting- time period. Seco nd," 
" a"fcomprehensive review, of A-ariixnces between actual and budgeted 
performance levels is highlighted in tlie managerial accounting re- 
ports.. This activity can improx-e both sliort-term control and future 
operation^ Third, 'the preparation of internal performance reports— 
t:o review operating results— sliouid specifically expand managerial re-^ 
port^'lnforma tion and formally present findings generated through 

'"variance analysis. "IPourth,. the completion of the reviews detail per- . 
formance "report information. Past activities, corrective actions and 

- anticipated performance arc talcen into consideration. Fifth, line re- 
sponsibility, the ultimate focus of tlie, control process, _ devises and 

- imp>lements corrective action. Actions are designed to eitlier correct 
significant deviations or take advantage' of specific opportunities. ',. 

BUDGETING CONTROL PROCESS S 




OPERATING 
ACTIVITIES. 




The combination of variance analyses and performance reporting 
will provide data to line management for control and measurement. 
Variance analysis,-a key management too^., pinpoints ^'^"J"^*^ 
sibiUties and provides for .managerial explanations of respecti\e 
causes. Effective, uniform- application of appropriate .analysis pro^ 
cedurcs can ser\-e management both as a control and a motivational 
device. Performance reviews aid managers in establishing proper cor- 
rective aetion to bring operating activities plans into line, limely anci 
accurate deviation information will pro\'ide managerial decision- 

'"jimpfementation mu^st be tlie responsibility oV the director of the 
phmning and budgeting function. It Is important that all individuals 
<:loarly iTnderstand the concept and its application, surveillance should 
continue to determine its effectiveness- 

G EmrtltaHlze Irtdlart j>artlolpafio7h and Ba7id ^indlysis Iri. the BIA 
hudget re'vi&w to tJie departjnent^ OMB^ PrestdeyU and Congress 

The current BI A budget, is submitted to higher review levels with- 
out indicating the banded needs of an ao:oncy ^ribe The bureau s 
bud'^et is a combination of banded priorities and non-banded central 
office programs. .Tustitications relate to programs but do not analyze 
agency or tribal input. Tribal-needs and budget-data visibility are 
stopped at the bureau level. . „ r ' . ^t,^ 

For example, in three Tijnited States government reports, the bu- 
rea»r«=; budget is" deficient in agency" or tribal input. The iiiJV buagec 
iustification contai^is only d^criptive bureaH^program-co^ 
tives. The federal budget summarizes^>rograms by functional breaK- 
do^vns. Its appendix details infonSiation by pro«rram activity and e--_ 
tends the analysijJoJL«e+tf3e a budget presentation "by object-account 

classificatijjxu — ' . j - t i -iot- t* 

—^n OrSlB statement on this problem -was issued in July l»^.'>._it is 



clear that BIA should analvze. document, support and present liana 
Analvsis information in its budget review. While the bureau Jias pre- 
pared an excellent presentation explainin<r the values of the Band 
Analvsis, it does not ladcquatelv cover bandmg m its budget justinca- 



tion material. - > ^ , - j V- .1^;^ 

Analysis, documentation and support of t ribaUpriorities and banded 
proorrams should be forwarded to the department. OM_B and Con^rrcss. 
for review and jiistification. A portion of this inf<>rmation is now being 
used in the budget review process through, it,^ inclusion m the 
Program Strategy Paper: The activity should be extended to achieve 
the following benefits : ' V.,- , -i - j x, 

Tribal council priorities aTe less likely to be revised by the 
bureau as higher revievc- levels develop an appreciation and un- 
^ ae-rstandingor.Band Analysis. , . . , * ^ 

Government funds must be used judiciously and the trust re- 
sponsibility for Indian-owned resources, must- be maintamed. A 
-V explanation of tribe and agencv priorities could enhance the 
objectives of Indian self-determination at these higher review 

le vel*^ ■ ~' ■ - 

T libes and agencies will be confident that their input is part of 
justification material submitted to the department. This material 
should include an analvsis by agency of the banded input. ±he 
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t ' ageiKT^ would discuss and review a ttibe^s position in relation to 
tlie total lmdget. 

\ : Agency superintendcents- will receive a copy or excerpts of the 
" . bud^t justification^ creatin<r inaproved , commtinications at all 
* levels since numbers will be, evident. Thcri& should be no hidden, 
' programs^ ' ' ^' ^ ' 

Xhis recommendation should be 'implemented as .part of the 1979 
I^rogram .Strategy Paper and Budjsret , Review and shoiild incl^ a 
, complete fiuaalysis and supportive in forma ti^ 

EstahTtsK cunTVuaZ project pl^nvrtirig at area- a.n<l agency levels for aJZ 
C€>rvtirvui7tg ' "prog^ arid rn^witor per forrncLricc gzutrterZy on. a 
^personaZ hasis^ ctlterinff the pZarh to reflect status changes 
I*roject plajrininfc? as a manaxrcmcnt-tool within IJllA.: does riot ensure 
^thcTtirneiyiCompletibn of a.cti vities. ^"ork plans are not"cx>nsidered im- 
portant and.-are not updated when 5^hedules are missed, Timjrng is con- 
futed beca^use of inadequate feedback- I?ro5ect planning, is not con- 
" sidered a high prior-ity at the agency level because experience has in- 
dicated that generating plans for other than major projects is a. waste 
of time* Xhe plan is either not included in tlie budget^ reworked laterV - 
^ or not adhered to because the "available time and effort was directed 
to s^TVL!^ unplanned recjuirement. 

>Ianagement training teclmiques have not separated urgent short- 
term work from"- significant " long-term undertakings* ^Ck>iise<niently, 
planned work is not accomplished in an effective time frame. I^roject 
planning techniques are not sufficientlv sophisticated to include ,^alter- 
- nativ^e schedules to ensure project timeliness even if it is only partially 
^ funded or staffed. 

Xhere is no available data to provide the basis for an alternate course 
of action because odE chaj^iging circumstances in the future. Xhus, area 
and agency offices must exist on a day-to-day basis reacting to prob- 
"ilems ^:id situations as they arise. -Ajs a result, ongoing- programs get 
farther behind audAre inadequately implemented. ^ ^ t. 

A. planning program should be established to indicate necessary 
steps to successfully complete the project. Xtetails sh'ould include 
. starting dates,- names of project staff, individual time schedules for 
each St epy work schedules required Jor completion, -partial accom- 
plishment dates^ deadlines and alteinative courses of action. This 
planning Method should be applied to continuing as well as one-time 
Tvork assignments. T^lans should be reviewed quarterly on a direct- 
" rei>ort, personal basis. A^rea directors*, and agency superintendents'' 
should be held accountable for plan adherence. A work-planning pro- 
gram will -result in more efficient xise of personnel ^d create the time 
necessary to implement work without adding additional manpower. 
I5enefits include a controlled work environment, viable alternative 
action plans an^. corrective measures based on monitoring accomplish- _ 
ments at predeteimiried intervals. /^^ ' ^ ' 

The major benefit is the accomplishment of work in less time and at 
- lower costs. Assignments will be controlled by time, cost, work steps 
" and individuals. Savings <of approsdmately 2% in manager payroll 
costs would provide between $250,0P0 and S500,000 per year. Employee 
evaluations would be an additional benefit. Staff abilities to- perform 
"satisfactorily within budgeted time and cost should be a measurement 
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of their individual performance. The commissioner should actiyely ^ 
*'Sir>oSrt Sd promote throughout <>^.^ii^^?^r ^ 

Ea<^^iS"iSnce evaluation should contain, dat^^-whxch-an-dlHSt the 
use of project planniTi5^jmathodplog3rr" 

-7—- — Personnel JManagement 

Personnel management has been the subject of many studies, nro- 
rK>s^r^rc^izat^ons, changes and refortns. Presently, the Civ^l _ 
g^ce^o^i^onisWpJSngaieport ; 
^nt xehich includes both the central and field offices. AJso, an action 
S^^^l S^in effect to improve BXA personnel administration ^J^^^^ 
^1?^ tSe^mployment Jf a project manaorer to coordinate at^d c^r^ 
«*ct sx>ecifically identified problems and deficiencies. Most of these 
IfficS^^ntified in previous studies^ as xvell as m the follo^vmg 
report^ have not been corrected. 

J>r^9ent Operations. -wt*.^ t„t. t^,. 

The central, area and agency offices share res^nsibJi^.for per- 
soimS ^lag^ent activiti^ The JS^lbuquerque -^^^^"^^X 
l^i^Cen^TASC) is also important to the personnel 
c^nt^! office^ function, I>ivision^^ ^1^'^*^^ !?^?^"'^'^ ^ 
the commissioner through the Office.of ^^^^-^^ ^o develooment. 

This division provides staff assistance m re^rd to aeveiopment, . 
co^i^X ^d^^ration and evaluatio^^^ 
mSntpi^^a^ and P9licies; formu^ 

S^S^-^Si^^sitioS^for pay administration, management aild other 
' S^^im^^^^ns ; develSpi standards and cntena ^?^^!^{"g "i^ 

S^^^g ^lified employed: guides management <^n labor relations, 

and mainta&is employee-group and^umon-rela^^^ 

At the area level, a personnel officer, rex>orting to the area 

as±4.s ^iT^^me^ii iTTimplementing P-^'^T^'P'^: J^^"^^^^^^^ " 

SShides pro^ssing classii^cation, ^vage admmistration, placement, 
. SSplo^^d?^lo]^ent and labor-management ' 

\t the agericv level, personnel management is usually earned out b> 

^ ^^li^'^^^ol E^m^loy 

one ASG-develops and maintaan?;-SWerns, programs and procedures 
- ' ?^ p^o^d^^ay aSd benefits to HIA employees a^ well a^alljxec^^^ 

personnel information. The BIA emplovs about 18,000 P^OP^^- 

these 13,000 are permanent. Appro:ximately 20O permanent emplo>ees 

orfdir^tly invoWd in personnel work^^^^^^^ 

nel files ari held at the area offices, except for those '^^^'^^^^J^.^^^f^^ " 
^ assistant area directors and superintendents. These are kept at the 

""""pSonnel ceilings are set by O^m and further allocated 1>.V the 
T>epartment of the Interior. Area and agency management have ^ e^y . 
little input concerning this procedure, but often circumvent 3t b\ iiir- 
Infr "temporary emplovees. ...-^ " .- . , -r j' \. 

The Supreme Court decision affirming the principle of Jndian eni-_ 
T>lo^ent preference has strongly influenced the BIA personnel man- 
age^nt function and all related programs. The Indian preference . 
policv is based on the Indian Keorganization Act of 1934 which pro- 



vides : "^The Secretary of tJie Interior is directed to establish standards 
/of bofi'ItJi. ^02re, character, experience, knowled^je and ability f or In- 
^diay.s - j^v^ '-lay be appointed, without rejrard to civil service laws, to 
the * :4? [t:?r!% 3, ositiorvs .niaintained, > now or hereafter^ by tlie Indian 
office:, i.* 5 * • administratron of functions or services a^ectin^j any In- 
dian -Sucxi qualified 'Xndians shall hereafter have the preference 
* to appointhient to vacancies in any sitcli i><»ritions.^' ^ 

IFar approximately 38 years, the Bnrean's narrow interpretation of 
this provi^on applied only to initial liirin^* lii JTime 1^7^^ a BI^ 
directive (Personnel Mana<iement XiCtter 2^ umber 72—12) initiated a 
preference policy for promotion of qualified Indians as well as initial 
hiririjys, ' ' \ 

±jt 19T4*^ two sijinificant J^^i^i^^l decisions clarified and broadened 
the concept of Indian preference to some extent* Xhe first case, 2lf or tarty 
Secretary of th^ I^rUeTzor^ et al^ v. Mancari^ et al^^ 417 535 (1974:) , 

was an action by non-Indian BTA. employees. It claimed Ilidian prefer- 
ence violated antidiscrimination pro\-isions of the Equal Emplov- 
ment Opporttmities (EEO) Act of 1972- The U.S. Supreme Court 
decision held Congress did not intend to repeal Indian preference and 
the EEO Act of 1972 did not modify or nejrate Indian preference in 
SXA employment* It further i>ointed' out that such -preference wa!s not 
socially discriminatory^ but reasonably and rationally designed to fur- 
ther Indian self-^covemment^ ; ^ 

^ Xhe second and more significant case was Fi^e^ncirt^ et clI^ v. Rogers 
C^ B. Moirtorv^ Secretarry of tTie^ Interior^ et al^^ 499 Fed. 2nd 494 ( 19*74 ) . 
This action by four B I A employees sowght a determination t^at all 
initial^ hirings!. promotions^ lateral transfers and reassigimxents/in tlie 
Xfxireau of. Indian ^A^ffairs,. as^ well; as any other i>5ersonnel mov^mentr- 
therein intended to fill vacancies in that agency be declared^govemed 
by tHe Indian Kebrgani^ation Act, Xho^XJ-S, Court of Appeals affirmed 
the XX,S1 District Court decision granting summary- declaratory judg- 
ment in favor of the original plaintiffs and all personnel actions wercT 
declared to be governed by Indian p3^^ ^ i ^ 

— Agency and area hiring is a, personnel function of the arek office: 
\Recruitment at the area cSice includes advertising by official liulletin. 
Qualified candidate^ are then referred to a particular agency* In - 
many cases^ befpre a position is "filled^ the job classification liigts to be 
reviewed, recla^ified and advertised again on a wider basis.; In some 
cases^ the tribal <rouncils are consulted- Tiius, it may be months- be fore, 
a position is filled— if it is filled. " _ ^ | 

Xn t^e Division of I^ersonnel Management, a labor-relations officer 
and his a^istant manage^ central office labor relations activities and 
give technical assistance to field offices. Habor relations specialists pro- 
vide this sfervice for area and agency offices. In addition, an! vt^^^T^cy 
superintendent may api>oint a grievance officer. Approximately^ 72^ 
of BIA employees are represented by federal-employee unions making 
it one- of the most union-organized bureaus in federal government. 
However* 'tire fact that an employee is represented by a xmion does .not 
necessarily mean that the employee is a imion member*. ' ; 1 _ 

A ceiottral train ing furt^tion sta:ffed'by three persons instructs cen- 
tral' office employees and provides assistance to field offices. Specialists 
handle, tiis activity for, area and agency offices* ^ ^ i 
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"Classification sections in the central and a rep. office personnel orga- 
nizations ensure tliat BIA jobs are properly described and lated^^^^^^ 
cording to civil service standards; Presently, cla^ificatipn authorit> 
rests ^th the Chief Personnel Officer Chief 9,^ 

Chief of Personnel in the area offices: In Apnl classification 
authority for certain positions %vas changed from the area to the central 
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Indian preference has a p ro fox md effect on KTA T?*^^°J^^1 g^V 
ment. Corurress intended that "the Indian se^^-lce shall ^^"^^^^.f^r 
^mc seSJice predominantlv in the hands of educated, competent 
5ndStns.'^Howe.?er, no one in i£>:>>4. reali^.ed ju>^ how gradual this proc- 
e£> would be. Even now, 4f> years later, many positions are virtually 
iniT>ossible to fill because qualified Indians ha\-e ^©t been.Iocatecl. 

Bureau morale suffe^rs because of Indian preference. M«J^y^^^- 
Indians either leax-e BIA or ar^ minimally motivated to P«™"!^,^^-. 
oause of Indian competition. The f ailur^ of bureau personnel to i^^der- 
stand JCxidian prefet^nce has led to inconsistent ^<i°^*!^^?^^^^^*^^.??Ji^| 
I>olicv at all levels. This failure is especially ^^'^^^^^t- "\*tf^^"2SSs 
to WlVct Indian candidates for cver>' vacancy— a YJ^.^^^ice which T^ulti>.. 

in unfilled and downgraded T><>^^^^^^^r:^^^ffl^^l^ ^^^^^^ ^ 
- duction in BIA effectiveness. Internal ifvDbTlity and ^^^Sj^ferrSS 
suffer because, in many instances, n on -Indians cannot 
to new positions. There is a basic <\'<^I^otomy between^ mterpret^g 
Indian- preference as ^iiTndian employment, trainin- a^^ 
ment^ vehicle and the BIA charter to ser^-e the Indian people 

^^A^dStional problems result from^.the practice SJ^J 
powe?^forecasts by the budget xather than^throu^ 
Sgoment. Personnel ceilings, arbitrarily set by OMB, 
staffin*- plans. This situation is further complicated by ^dian selt 
Semination actions and possible ^tr<>cessioi^. R^i-u^^is^^d^ 
tftnate Colle'-es and universities are not aggressively uttlazecl nor is 
2nf mStw^the^than inte^^^ advertising used foir ^<=™|^^^ 
Tiiis limits the availability of qualified trainable Tndban ap^^ 
Intake proirrams have been discussed, but are ^Pl??^,^i^!L^^ 
ordinate^. :?Tepotism, favoritism and in some cases, tnbal power deter 
mine hiring pi^ctices. \^acancies are filled too slowly. result 
Often, emt> ovment classification is in a ^^^otic state. As a-r^u^. 
soiJf c"assifiLtion authority has been ^?<^^^™ti.^^y^^^2^^^i^^^ 
office. However, consistent job <^^^^9^P^^\'^'' ^f^2^^^^!S^l—' 
ire nonexistent. Job categories are being altered to fit the appucanr^ 
^in^^ do^S^ded when a competent candidate is ^^^^^^-^f 
?SisA when an administrator wants to provide 

fi<"ition Vdministrativo pressure challenges the integnty ot ttieciassi 
-fi^ntion'^ro^ Because of a shortage of qualified ^^^^^^^^ 
rWu?of Shose available to other government agencies, classification 
actions are a lon£r, time-consuTnmg process. , -hnmaai- 

BIA labor relations practices are also poor, both 5~°^^W.J™^«5W 
istic and managerial point of vie^. Afanag^naent is oftea 1;^*^^-= 
- r^T- '^dictatorial?' Employee input is not solicited and, xf yolunteered, 
" ??mS2 uS^we^d.^EfIA managers and supervisors admit ignorance 

. _ ■ i' C ' ' 
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of employee relations practices. Hiprli personnel' tuxaioyer often results, 
particularly in critical areas. This type of mana^3:ement leads to uziiQn- 
ization, third-party intervention and inflexibility in personnel assign- 
ments. ■ • . " " . ^ ^ - ' 

Oood employee relations practices are important for two reasons : to 
ezksiu*e fair pay and benefits in lino -with peofrraphic norms and to 
maintain open channels of communication- All management personnel 
includin^r front-line supervisors need human relations traininjnr Since 
many BIA employees arc already oi^^ranized, sujHsrvisors should also 
be instruc^,ed in contract administration and union operations. _ - - 

Training activities are inadequate at all levels and do not meet BIA 
needs. As a result, rnanv underdevelop^d^^End underutilized employees 
operate margcinally and^jnisharidle their assij^nmcnts. Clerical errors 
are only one^indxcat'or of insufficient trainijif?. Mana<;ement intern 
projrrams " Tor Indians and mcanin^jfui employees orientation pro- 
"^rams ure practicn 11 v nonexistent. Trainin<^ deficiencies at the superin- 
tendent level result in quasr-political and x>olitical appointees, making 
functional efTectiveness accidental- ■ ■, 

I5IA internal commuiiications are poor and the absence of two-way 
communications for transmittal of vital- data seriously impedes the 
effectiveness of the bureau. Information filters down from the central 
office to area and agency operations, but it is not discussed — it is 

V^^R^^S^tly tightened travel restrictions have aggravated this already 
dismal situation. Employees are uncertain concerning^ perfbrm^ce 
expectations and unable to seek competent guidance to iniprove their 
operating level. The bureau avoids defining and promulgating mean- 
ingful policy statemeififcs in critical areas such as -Indian^ preference, 
self -determination and equal employment opportunity. Directives are 
often superficial and inappropriate. Almost contigTial^l 
organization and changinsJnt£j:prctati^i^:of-^ndia3^ create 
a riimor-intfiLnsiv«-eTrviroTun^^ where many employees spend exces^ye 
_tiin*-ganieraHng or reacting to rumors. The effect on morale is highly 
detrimental and reflected by poor employee motivation. " ^ 

corvtirvuinff to hh-e^ tratit iti^d uj^f/ t'^i f J <^ f nd thrift for hureau CTrvploy- 

At present, Jndian preference demoralizes Indian as well as non- 
Indian employees, extends position vacancies, encourages position ^ 
downgrading and reduces the quality and effectivene^ of bureau serv- 
ices. Specifically, the BIA employee categories '^highly qualified, 
"qualified," and "''minimally final ified" shonld be discontinued. Position 
descriptions, qualifications and employment requirements should be 
written for qualified emplovees. Applications should be graded as 
either "qualified^ or '•unqua'lified- with iustification in writing. An . 
Jndian, listed as "qualified," should l:>e hired." If -,*=;everal Indians are 
completing for the same position, selection should be made b;^ agency 
supervisors based on application materials. . , 

Training and educating bureau personnel must be stressed in con- 
formance -with other recommendations on i-ecruiting, manpower i>lan- 
iiing-and training- ^ . 
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Vacancies Tvill be filled more quickly without temporary assign- 
merits or xnanipulatine: 5^-<^^^^^^^^<^^^ 
, ^on-Indifuci morale will improve especially in terms of eiriploy- 

^ ment planninjT. " 

Qnality and effectiveness of service to the Indian ^people will 
l>e enhanced^ 

Jl^ . Improved personnel utilization will result in some saving's and 
greater efficiency. ^ . 

Xhe\goal of an Indian service predominantly managed by edu- , 
cated^ competent India;ns will be achieved. ^ \ ^ \ 
Improved <>f>erational^ effiectiveness should result in ^an^ annual 
r^saving* However, no specific amotmt can be quantified at this time. 

9^ J^e7jeZoj> u htiman r'es<nPTe^ j>t<trininff system ^tsirtff- irtchistricU ertffi- 
'^neerwtff, t^7vnzg%Les to estahlish appropriate staf^ngt le'vela and 
position T^guzTements^ . : 
Comprehensive studies <m HIA. staffing: levels are not performed, 
resulting^in either over- or under-^staffing^* In addition,^ j>ei:spnnel_ 



x^educticms do not follow a logical selection process. Observations on 
manpower utilization at sample HIA. offices indicate that output is 

very low* [However, effective manpower utilization d5>es not appear to 

be of prime importance ssrnce denned quality/quantity output staiidr 
axds are jn9piesistent. Personnel ceilings are set arbitrarily b^ OMiB^ 
with, no input from area and agency management. These ceilings are 
often circumvented by an excessive use of temporary employee. ^ 

BIA. joccupational needs must be . assessed at all levels :UtiIizing: 
.proven industrial engineering work measurement techniques. Studies 
made for repetitive, nonxepetitive^ decisioa-maldng and .problem-^ 
solving tasks at one office or organization can be standardized and 
applied to^otbers* Qualification standards must be established smd 

enforced without deviation* 

Once proper stajST, re<juiremejits are determined, a long-term plan to 
E^gpovide stematio identification and training of Indians for more re- 
^^onSibSe-positions should be developed- Tliis ^an^^slxould-also-ad 
the ^TOblcins^crSrt»d--by- JE^l^ of the bureau*s 

changibj^ ^role^^and-manj^werTice^ from tribal program 

contractmgr^^^ ^ , - , """'^ ^——^^^^ - 

As^an interim measure, the bureau should develop^project or limited 
appointment programs for non-Indians with civil service tenure* Term 
or limited appointees could serve as^^personnel^ budget or management, 
specialists tO| ensure proper staffing levels and give non-Indians an op- 
portunity .to work without worrying that Indian preference will affect 
their careers*^3^'^^^ral benefits are anticipated r 

IVfanagement will have, documented data on ocaupational needs, 
greatly improving personnel and program balance^ 

Woi& measurement standards will provide a device to evaluate 
. e mp loyee productivity^ 

^^^P^py^^ and managers will obtain task-oriented, tin\e-se- . 
' quence procedural guides. 

Management wxU know the work i^fx^i^^^^ts^^^ll-t^™? C 
po^taons. ^ ^ ^ ^ 

^ Temporary positions will be reduced. . . 



Tamit^ appointment programs will pro^^ide competent non- 
: >: ^Indian eajuployees for specific assigzxments and provide <ledicated 
pon-Tndians with meaningful opx>ortunities to serve. 

Staff redu<^ons of ^% should result.^^ - * 

Work measurement assessments and employment criteria should be 
. : \8et by :trained prof essionals. ^Management commitment and employee 
^cooperation can be seci^ the anti<upated benefits. 

!EImpIoyee reductiicms sihould be accomplished through attrition while 
new non-Indian appointees could be hired or transferred from other 

S>vernment agencies. J^eriodic communication should be made to all 
XA. employees to explain ^^poals, benefits and accomplishments. Jm* 
^^ plementatiozrwould provide improvelf~operational effectiveness and an 
' " ancnual savin^^ of approximately $75-million after a one*time expendi- 
ture of $430,000. ^ 

^O* I>^^elot> cm. aa^ressivte ' Tearuitin^ jyragra.nh to sectcre^ qyjLalifiecL or 
tnanaoZe JTnazans 

IBXA. reczmitment is inadequate' to meet bureau needs* Xherefore^ a 
central recruiting office^ reporting directly to the Chief ^Personnel Offi- 
cer, ^ould be established. Institutions of higher education should be 
s<dected f or ^on-campus'^ interviewing, particularly those with special 
Tndi a n programs. Additional efforts should be mad^ to locate Xndians 
^qualified in areas such as agronomy, forestry, water z^esources and 
^ engineering*^ OTo implement this effort, a companion Indian manage- 
ment intern program should be established and publicized at bothOie 
tribal and educational inistitution levels. Benefits would include the 
followingr 

y Qxialified Indians will find BIA more a^ttractive. 




Sducate^^ competent Indian recruits wifi contribute^to tlie 
bureau^s gcml of Indian self-determination* ^ * 

Xhe commissioner must implement this program by allocating pro- 
--^4>er funds* JL one-time startup cost of $50,000 would l>e required ^iwiile 
^wcpntinxii^ the recruitment- office would cost approxi- 

ruatcly '^^T^^ Startup and continuing operation respon- 

sibility would lie "delegated Jto the Chief Personnel Officer. -Aai experi- 
enced professional recruiter 'must -be. hired to identify other BIA 
V field employees who cpul^be trained by a' professional, private firm 
as part-time recruiters* _ 

11^ RMTQcmzze^ tJie^ employrri^nt classiftcatiart syst^rrt to iatvprb^e 

Since there is no organi2:ed review policy^ classifications fluctuate 
up or down to accommodate current xndian preference demands or 
line-manager whims* Qualified personnel for this special^ area. are 
in short supply and turnover is hi^i. JEn addition, classification ac* 
tions are time-consumixi^« causing personnel management problems* 
Xo resolve -these difficulties* a separate, distinct occupational series 
sbould be developed for the BIA* recognizing its unique needs. 
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Vmnlc precedent exists in other f^ovornTnent aj^cncics. Guidelines for 

Ji^JSs iJmst be establislied. Modification of the Indian preference 
JiSlicv Sll sou c a part of the problen^.. llo^yever, top management 
S^p^r^ cle^lv^c^^ to all bureau levels, m absolutely ne- 

"^^^r^^^iSf huxiTan ^lirces planning, ^ould ensure appropHatc 
<.t«5^1eveTs. Acouaintinc managers and super%nsors with general clns- 
'Sfi^LJfon pro^du^^ ^-ould, aUi, .assist in fostering system xntejrnty. 

Benefits would include the foUowinjr : i-^*:^ ^r-r^r^tnr^ 

Position classifications would be more realistic ai>d procedures 



Classifications would be more credible. 



T*ersonnel turnover would be reduced. . , 

Bottlenecks in personnel placement ^ould 
A more effective totid orcaiuzation would be developed. 
The «m™^ion«'rust direct*^ Chief Pc^o^el^Offi^ 
Ti^sK a. BTA occupational series with the help of the v-avil ^^^JiS^ 

S?S^eSl'"Sr^p^« ?^eJ^« «>a lino n^nr^rs are 

properly trained for system intej^ty. 

BTVemolovee relations practices aro^ poor from a humanistic and 

^^^\^W\t^ and -adverse effects on the quality of ±JXA servi^s lo 
Tn^ fe>P^^ EmplS-e^ should receive pay .rates andbenefi^ m line 
SS^<SS^no^sand wa-e stafidard^ for their local ^g^P^?'^ 
^oe^^l i^Sce rei-ulatfons may restrict necessary changes, ^ec^fi^- 
fiSi ifdeE^ent on improvement in the position management and 

T^^av'ch^'els of communication between management and 
enS^^^re necessary- to provide information on work expectations 
ISl aulStv T^rfoOTaiice. ^Orsranizational developm^te, ideas and 
S?ievS?e? miS^Tiscussed. Employee morale should be an impor- 
tant concern of both management and employees. .„^.«r„r„^ ,r*r>fwl 

The commissioner s belief in establishing J^^V^^^.^^ 
employee relations must be communicated to J^^^^^fijSl^^;^ 
+T-r»St ^ould be developed between management and employees at aii 
lJ^s.^Sml*Snt^t tSSSng in human relations and the development 
oT jSod^^loyee relation^ practices ^^^^^^^ 

areL of motivation and commumcations Smce ^^J^^^I*^^^ 
are already unionized, management miist also be Trained in union 
relations and contract admistration- _ , ^.-^^ =*. 

Although an employee evaluation system is now <>J>eration. it 
is not be^ used a^ a measuring, information and ^^o^l setting dcwe. 
ThereforeTthere should be a reorganization of the evaluation system 
in line with its intended goals. Benefits achieved by these recommen- 
dations would include: 

Improved^morale, ^ _ 

Increased efficienc-v and effect ivenessL - 
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^: j^^^^ for "third-jparty intervention in • management- 

■ -r^""' emiployee relations- , 

; 

Tlihf >r%TriTrt^gCTrtT^<>T* YTiii<g<^ r^l^aHy communicate to management tHat 
employee developments is an imix>rtant and measiirable part of their 
>>b^ can be improved liy instituting executive visits 

to the field, establisliinj^ an internal conununications newsletter and 
p^rovidin^ allowances Jcor socinl -f^inctions^ Training programs and 
evaluation svstemis should be established by nongovernment profes- 
sionals* Implementation would improve employee understanding and 
bureau effectiveness at a one-time cost of $100^000* \ 

13^ I^^'veZap tTOz^rufng jTVogrrapts to meet specific JSI^ Tcqxtiiremcrtis. 
r ' Xhe present emphasis on training is generxil in nature, narrow in 
scope and ixnrelated to emi>Ioyees- jobsi Initial training^ progr^^n^s 
should be concerned with orientation, clerical skills and supervisory 
development. Subsequent activities should be -developed, designed and 
conducted in-house with special emphasis on xinique problems. Addi- 
tional exeeutive development progr^fhs should be available to key area 
and central office personnel* particularly in commimdcations skills and 
management techniques. Supervisory training' is needed at organi- 
zation levels"3rith particular emphasis on personnel management. 

It is imperative that the bureau give priority to the development of- 
comprehensive Indian intake and development programs — ^loho^-term 
management" tifaining^_ programs desi^pried to provide at least 60 to TO 
I>ositions annually over the next T to 10 years* C3asses should be de- 
^si^?led to supply *group orientation, initial training and individually 
tailored assi g:nments for the remainder of the development period — - 
12 to 25 months. %At least one ^ear should be ^ent in-the central office 
on either a broad range of assignments within a particular discipline 
or 6n a series of assignments in various specialties. As a result of these 
programSj^qualified Indiai\swTll'be available to fill vacancies in respon- 
sible positions. This program must be budgeted as a separate line item* 
Allocated positions must be in addition to the normal ceilings imposed 
ou coperatmg agencies if the program is to ^be. successful- I*otential 
^benen^^ include dramatic improvements in morale, communicatioiis, 
T productivity and goal aw^arene^ Xhe result will be a cadre of capable, 
"effective Indian^ employees, able to assume greater re^>oi2sibility for 
bureau operations* Xhe initiation of atraining needs survey- will entail 
a one-time co>st of $200-.000, Program . maintenance will require a«i -ad- 
ditional $80,060 annually. ' . 

' : mcmagemervb g^jLaZtty^ tTiT^ozcgK lyepctrttnertt pf tTte I^terioT* project 
TTUZTictffer appoiTiirnerits " - . 

IBased on the Jndian Re'organization Alct of 1934, it* has been sug- 
gested thafc BXA i>ersonn:cl management should lie outside civil service 
regulations. -AJthough this approach may have merits prohlems in the 
bureau stem primarily from. managerial ^ealcness and could be solved 
iiJiTithin the current civil service structure. Since 3IA.^s personriel- 
management problems have developed o\'er an extended period of time, 
the Civil Service Commission shoit Id ccmtinue to evaluate these activi- 
ties at bureau iiista:llatj.ons_on_a^,plajuxcid__b 
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per™" to S mo^^WieSrous, supply ^,lda^ce and l>rovide ^ t 
mc^Hor ap^opvmte corrective action. I^P^^"^^^^^*^^,^^ J^^!^^^? * 
nWt si^ifiSSit irnprovenien1^,in.thebxireau;s P^^!i?«l-"^^,?f^^^"^ 
SeSSu^ThS estimated cost is approxipaAtcly ^2,000' annually. 

IMUtnaJgement Iitforihation ^ 

This section provides some si^rnificant management <>l>servatTOnson 
the corltenS flow timeliness 'and ^iscfulness of mana<jement informa- • 
t on Z"i? iJVenr^tcd and communicated thro«.£rhout tlie t>ur^^ M^n^ 
n-rm^nt information encompasses; all, activzties ,of ^h^^J^^^^^^^^Jf 
AtSomStic X>ata T>rOccssing includixi- mpxit re<iuirements and result- 

- a.nt reports. 

- The information now available is generally financial and accounting 
.<! L^eS^ pS^^roll and pei^nnel records necessary for reporting 
aSd d^i^on-makin- at the S^tral and area office levels. A f omml in^ 
lomati^Xw has been cstdbHshed for the central office a^^^ 
eo^^t. Si^l ar^and agencies. An administrative function gener- 
S^nd^iSllS^matefels in the form of policv manuals on pi^^ . 
?i^- proc^S?s and regxtlations for personnel .^^<i rp^^^^^^^^^^^J^ 
Tl^e- ^^<S%»f Antomatic Data Processins: in Albuquerque is the 

pJne Su^e of fimctional and *^<i"^i^i-~*^tr'^^V^f*^™^*^%^^^J? 
staffed ^ 104= pem.anent employees and <>Ptr*^ J?t ^ T^^tl^L T^W\ 
a ficical lire bud'ret appropriation of approximately S2.< mimon. 

^divS>n has two^omplete hardware computer systems m^uding t^ 
ce^it^ r>Socessors manufactured in the 1960s and pniTmass-storage disc ^ 

^2v^t^ i^^plete list of hardware equipment as given in Appendix 
E^liiMt vS7?:entral Office Computer hardware. Additional data 
proce<=sin«- capabilities at five other locations are shown below z 



Location 






Equipment 


Park^r^ Arir 

Albuquermie., N. 
BilStnp. Mont.*. 
Atbuqu«rQtJ«. N. 
pbosntx. Ariz.,.. 


Mcsc, Division of Transpoitatjcn* -- 


A^i*cy 

Central 

Area *. • 

Centrals. 

Area. 


Key-to-tape recorder with data cornnrtinfcations 
abilities. Cow-speed line printer. 
.J Intellicent terminal 

^. inteUtgeftt terminal with printer. 

Z Terminal with printer. 

Minvcom^titer^ ^ 
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Current application svstcmsanclude the fol^owinnr wMch are snp- 
TOrtS^ with^ softwarc'packaccs dcscril>c<l lA more detail m Appen- 
d?c Exhibit IX. Central Office Software I^acka^res : ^ 
- I^and — soil characteristics, ownership, lease. . 

Enrollment — census files, membership, 3ua^pnents. 
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Inventory — eqi^^ment .nianageraent, roads, property, main- 
.tenance* " " V 

- Finance-— investments, revenue sHaring^ loans, voucHers, band- 
ing trust, personnel, payroll* ' - 

JEducation — staff, property, pnpils, curriculum. \ 

Gommunity Services — •payments,,housing^, skills. 

Natural Kesources — triist^ fishing, joint-use*/ 

Operational— project progress, data processing utilization* 

Due to ina'dequate anii, unreliable measuxxiihent information, man- 
*ager^ can do little to control people or programs. I>ata are used pri- 
marily for emplpyee recoirds and to pro\-ide rej>orts requested by area 
or cenf ra'i offices. The information available simply documents past 
_,<iiistory for compilation into comppsite status reports. 

. This type of information cannot be used effectively to evaluate,.^ 
manage aJ:id motivate people,- make decisions or measure program ^ 
quality. Even simple comparisons are not available for management 
control purposes- JVfofe soph^isfcicated^ management control reqixires 
performance standards as a basis of comparison. JnsufEcient staitd.- 
ards and measurements are prime reasons for line manager, program 
aalBb^mplbyee control problems. ^ 

^ Commiinication of information is so slow that proOT^ms and em- 
ployee morale suffer. -A^gency manajrers lack sufficient decision-related.' 
data and^their requests for tliis pertinent information go -xmans wered* 
Requests for information may moVe through, several steps in the -or- 
ganizational structure to attain an adequate response. Information 
flow is also slowed by various^ coordinators and liaison personnel who 
constitute bottlenecks to desired, commrmi cation patteins* THie entire 
procedure wastes time, hamf>ers program development and promotes 
bittetrness amon^ tribal officials. Xechnical data are not distnbute<i- 
from the centraLand area offices since the employees responsible for 
these services are not motivated to provide the information. 

. From a technical viewpoint, the data processing hardware at the 
Ddvision of A^utomatic Data, I^rocessing is obsolete and inefficient for - 
business-oriented work because the computer logic is designed for 
engineering or scientific apiplications. The equipment is slow by a 
factor of 10 to 1 arid contains inadequate storage capacity to handle 
the ,BXA data base.^ Since remote communications capabilities dEor dat& 
. retrieval do not'exist, human interveniton is required for inquiries. 

Xhe available data, storage capability is required "for payroll and ad- 
ministrative data^ leaving little space for management" information 
data* The' available application systems do not always operate effec- 
tively. Only a few^of-thc-;.l-7-^^^^^^ sent to "the agencies are 
useful due to insufficient understanding or inapplicability of the in- 
formation in the reports. Although some manuals are available, they 
do not explain report interpretations effectively. 

Reports are not organized to provide information on an exception 
basis. Therefore^ users must dig through piles of paper to locate prob- 
lems. 3ecause report accuracy is poo r^ thev a re-Jiot ^&ad anil n gggicy ' 
: managers maintain *'cutt account^" for reconciling and control activi- 
ties. Jmaccuracies are caused by insufficient knowledge on data input 
and submission^ but some training is provided to correct this situation- 
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Ax-^ arid ottier offices are startms ^ acqu^^^ 

because of Wequate ^f,^<L^ ^tS^tfSesu^^^ 
continues, computeT:ser^acesTVlllprpllferaJ^^ ^ 

Recent data processing: stndi^ '"^^S T^Z^T^ o f CafiSed people. . 
insufficient ?^^^-l^^.<^^^^}7s i^vtn^cS' s^^mfarTSieffecti^'eind 
Both, equipment and materials inven,,o^s^^ bccdusc the division 

documentation- . c>,rtTilir=! tw» implemented immedi- 

The recommendations presented sJ^^^^J^,^?? ^ T?« ta Processincr focus 

on Organisation Structure- 

<trtd instaU performance -nteos^rem^Tvt ^^'^^/''''^^..^^ 
T>T A t^fr^T^ -From inadequate performance standards and a rc3ect^on 
35IA. suffers trom ^«fV, jit-p-i. and a^'ency manacers fail 

of a ixieasurement pKilos^^^ 

to ^-^'^i^^^^fe^t^^leS^^^ to identify total proj- 

employee V''^'^^^^l:^Z'r.^ schedules for replacement or 

ect costs are ^f^^^.^'^f^^^^^^u^^ N-^onfinancial areas are almost 
.rcnovation.3ustirication are ^^^^^^^^i^^ the utilization of re- 

completely overlooked The conc^^^^^^ andperform- 

sources, employee P<:^?5^^J^5f X^ct^Hs in ineffective management, 
ance standards ismissin^.^^hich remits in i^^^^^^^^ should 

To remedy this situation the Om^^^ productivity, 

_approjamat^iy-.S3i39=muiian:^I^s^^ ^ Offices of Ad- 

J^in-rr^niionTFivc managers— two from each iTOm ^ne v-/ a 



ministration and Plannm- ^,4,^^^^J^!?>^al^f apS^ov^ 
S^^^dfrd/fo^^-^^^ closeWraaon 
-with data processing planning. 
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:i : ^ to i7nj>TO^e^:€zncL faczlztate generdZ coTTLrnM^nzcor- 

^ ■ ^ buredxi-: managemeri t pex^zmeL are inade-* 
^ q^uate and iiij&^iient. The area offices operate as separate entities 
^^^^^^^^•^^^ coxnmimicatibnSy particularly £xce to face^ either. Trerti- 
V cally: ox^ horizontally. This has led to isolation which malces general 
' policy implementation and organization unity difficult to acluf^e. :^ 
; should be designed 
and implemented to increase personal contacts among management 
-■■ persoimel* Supervisors should also solicit stafT opixdons and be more 
' responsive to eacpressed needs- Increased visits by the commissioner to 
field operations would enhance morale and oi>«ci channels of communi- 
cation* Successful implementatioh of an overall communications im- 
provement program would stimulate morale, reduce isolation and 
establish a con^^tentjtrrf^ 1: — — '-—^ i . . 

17^ DefveUyp cc^ concise stat^^Ti&nt on CT^zticc^ issfues 

■ The Division of Management Research and Evaluation provides 
policy .and procedures manuals which are often outdated and con- 
sequently inaccurate- Employees and tribal entities do not understand 
T^ TA ftmctions because position statements on critical issues are inconr- 
sistent* A. manager^s knowledge of services and functions in divisions 
other tiian his own is particularly wc^k^ ^ ^ - 

. A. managerial statement should be written and distributed through- 
out the bureau, PoHcv statements should provide r ... ^ . \ 
I>e£Laition and impHcations of tech^ assistance, 
_^ IPotential impact and ramifications of [Public I^w -93— 638- 
^ Consistent and enforceable interpretation of Indian prefereince. 

Esrplanation of Band Analysis, ^ 
- ^Precise, complete d^nition of the trust responsibility* 
Employees must De aware of their relationship to the BTA, mission, 
function^nd services* Implementation should be assi^jned to the IHvi— 
sion of IMCanagement Servaces.- This should take precedence over npdat- 
ing existing policy and procedures, -A. final document should be com- 
pleted in twocQiQEkths, J. ~ 

IS* Impro^e^ tJte Mcmg^gerrteTit hy Ohjectvves pTogram, 

Xhe concept of IVCBO utilizes techniques approved and supported by 
the commissionei^. IXowe^'er, the burcau^s program is not sufficiently 

; consist ^it arid coordinated: ^Ajiea ofHces prepare and distribute man- 
agement oV/jectives agency personnel and tribes while agency ob-. 
jectives art* independently developed by' individual suj^erintendents, 

* In. nciany ciises, area ohjectives are too broad to be easily measured. 
They are often mere restatements of position fimctions and duties, 
XJnderstanding: and appreciation of techniques are further 

stiffed bv poor COmmun 5 rn^i*^'"^ ^TPoT-FoT^f^-nno n rrninr^. oT^jo ^ wnn iq -. Tiof . 

'\. utili^d to evaluate manac:erial results or ability* 

-A^ successful iJDBO \pro<rram provides compatible objectives for 
. various organisational levels. Each manajs^r establishes goals which 
^ complement those of his superior- Since the ultimate measure of suc- 
: .cess is effective client service^ special emphasis should- be placed on 
■ first-level supervisors' ^oals. To ensure proper emphasis^ objectives 
should be set in a two-phase process^ In the first phase^ broad guide- 
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liries worad be developed, by the commissioncfr and bis staff and sent to- 
biJsubordinates Tchere the process wotUd be repeated- „ _ 

second phase— ^^tting specm^^ measurat>la objectives oased on 
the OTdelin^ provided— wouia be accomplished beginning^ at^ the 
loT^A supervisory level. This presentation would mdnde S^^ls^tMiie 
schedules and a vehicle for measunng overall resnlte. The process is 
then reversed by submitting these specific goals, to the bi^Her ^pe^ 
visors for imderstanding and approval. Management objectives sHouia 
be set annually- . . _ i- v 

At the end: of each quarter, managers wotild review goal accomplisn- 
ments in face to face discussion with his supervisor and corrective 
action taken when appropriate. Such an MBO ^stem would increase 
interaction between all bureau management levels and promote orga- 
nizational cobesivenes?s. At the agency level, a goal-oriented manage- 
ment style will replace the reactive-mode now in evidence. I? or ex- 
ample, technical assistance could be more actively provided to serve 
the best interests of the tribe.. 

19. EscpedXt^i the a-utcnn^tir, data, 'processirtg TrhodeT-nisatiort study to 
emsuTre corrvpTetiort 'by JaTVucLTy Jf, 1977 

The data processing installation in Albuquerque is inadequate^or^ 
both administrative and manajrement information T^uiremente.. '1 be 
I>ivision of Automafic Data Processinsr js-currently equipped 
two obsolete machines. Neither operates in a multiprocessor_or a^multi- 
profnramming mode. An- additional 255& capacity is provided by out- 
-side contract. The only backup for the two current machines, whicb- 
prepare BIA payrolls, is an installation in Grand Junction, Ooloraao, 
which serves the lfuclear Regulatory Commission. . ^- jr - 

As division data processing services are incapable of satisfving 
total system requirements^ area offices are beginning to acquire_tneiir 
own equipment- If this trend continues, BTA will be committed to a 
decentralized system ^hich will, prove more costly than a centra-Uzea 
remote-access configuriation- Also, increased use of purchased com- 
muted time will result in higher operating costs. , , ^ 

Both computers are designed. for scientific rather than busmess ap- 
T>lications. Ko capacity exists for meeting special field requests or pro- 
^dino- direct access from remote locations. Since manua.s document- 
ing c^abilities and reports are inadequate, both system mput and out- 
•put are extremely poor. , , , , j j- 

An extensive study on the replacement of obsolete hardware and 
addition of improved service and data handling capabilities is in 
nroeress. In addition, an intern equipment improvement proposal is 
beii& pursued- The approximate schedules for interim requirements 
and estimated completion of this work are contained m the following 
chart. It is doubtful that these dates could be mot with current stair 
levels- . ^ 



Steps 



ModsrntzstioR action Short range Lonz ranga 
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The proposed equipment includes compatible computers to do multi- 
■ processing in a multiprogymnming mode with commimicating^ capa- 
Dxlity. Implementation o"f tixe interim project should be followed by a 
req uest for- sufficient funding' for com plete modernization duiin<r fiscal 
197S, 

ilechanical capacity alone will not solve 231 A*s data processin<r prob- 
lem. In addition-, an adequate number of trained personnel with ex- 
perience^ in computer langruagjes, operating^ systems^ pro^amming^ and 
applications must be employed immediately, Indian . preference may 
present difficulties since data processing: personnel are in high demand 
and command fi^ood salaries. Also, qualified software people are not 
attracted to -AJbuquerque which has limited employment opportuni- 
. ties* They prefer ai-eas where they can easily move froni one employer 
to another. Therefore* the location of the "bureau^s facility in a city 
whicli ha^ iptiier large data processing centers could improve tlie 
situation. 

XJpdating^ current equipment will provide increased machine capac- 
^ ity for payroll, administration and management informatiorL func- 
tions; establish data processing credibility as a management ix>ol; 
provide remote locations with direct access to Qomputer-stored pro- 

frams on a timely basis; reduce report and data analysis costs; permit 
evelopment of a centraliaied system for improved econom^r ; increase 
speed and stora^ capacity by a factor of 10 ; and ultimately improve 
, service to the tnbes- ^Personnel assigned to the current modemi^sation 
study should be increased by three over the next two-month period to 
complete the project by January 1978. Steps should also be taken to 
iniprove the training provided data processm 

. tjnless this work is carried out expeditiously, additional computer 
capability will be required at area a^id agency*locations. This as well 
as additional clerical costs due to the lack of computational capability ^ 
represents a cost avoidance of SlO-million annually by 1980- - 

SO^ (JorrhpT^te CLppTlcdtiort artalyszs section of tJte mod^eT^nz^atzon study 
hy Octoher 1^ 1976 
Tlie ctirrent data processing fimction is incapable of providing- the 
spectrum of data 'and reports needed, by managers on a timely basis. 
In addition, manj^ reports are "inaccurate, making it necessary for 
agency personnel to maintain their own accoimts- Although 35 differ- 
ent standards and/or procedures manuals are available or near com- 
plction, they are primarily for handling hardware and software at the 
diT^ision*s data center* The customers' and managers^ manuals are being 
developed* Consequently, a complete catalog of data and special-re- 
ports material is unavailable. Personnel skills as well as various ap- 
plication ^*stems are becoming obsolete- ' ^- ' - 

Application analyses should be made to determine data and'report 
demands. 'W^hen this is completed, the division must be staffed by per- 
sonnel with experience in generating essential information. Manager 
awareness of computer capabilities— ^augmented by catalogued appli- 
cations and reports — - womd ser\-e as the basis for improved manage- 
ment ti*aining prog^rams. 
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S2. A^dd TeTnotc-access artd interaicti'c& capabilities to reduce ^ocessvng 
time asrid -vncreaxe covrvjyuter program^ de'velopiTtent e^icieTicy 
X>ata pirx^ssiiig information, is now obtained in tlie field only "by 
bnman. intervention. Because the current ^^stem does not have inter- 
afetive capability, a programmer cannot converse witb tlie computer- 
to'^xpedrte program development. Establishing interactivit7 would 
reduce program development- time by a factor of 10. Procedures for 
program change do not permit appropriate access and inquiry systems. 
Wittiout interactive . j=apabilitics and modem data-base man^ement , 
applicatibhs, land record and tribal roll program needs cannot be fully 

satisfied. • . i j- ^ 

''■ ' Area offices and .some agency operations should have direct-access, 
data-file capabilities via voice-grade, off-hours WATS service con- 
nected to a printer at their location. Implementation will provide these 
offices with required access to computer-stored programs and data on 

a timely basis. , . _ .^r ' -,-j„ j; 

A separate study should be instituted^ to determme^^the feasibility of 
adding a "communication controller" to existing equipment. In addi- 
tion, one area office should be equipped with remote terminals to accu^ 
mulate experience would would assist in developing specifications for 
a modernized data processing system. Remote capabilities in new 
equipment con^guration would be based on area requirements. Preset 
costs^of program development are approximately S2T5,(X)0. Using, this 
approach, present output coiilcl be accomplished for $27,500. Yet, on 
the other hand, lO times more program development could .be pro- 
duced with the same staff . . However, no saving or cost avoidance 
claims are made in reference to this recommendation. " 

Develop irvoerttoT-i/ systeTrvfor a cqm^preliensive eguipTn^nt man- 
ccgement system, ^^i. 

BIA owixs and operates approximately 5,444: pieces of eqiiipment 
valued at almost SGO-million. For purposes of comparison, the I>epart- 
ment of the Interior owns 9,70O pieces, worth S114-million. Of *^^6- 
million annually appropriated for new or replacement units in -glA, 
a.pproximately 90% is classified as road construction equipment. Most 
of it is purchased new although a small percentage is provided by 
government excess listing. , j i j 

A. comprehensive equipment inventory system cannot be developed 
because nomenclature, standards and retirement/replacement criteria 
are nonexistent. Records are not updated to furnish this mf ormation. 
The department does not provide guidance, definitions, tecOmiques or 
sy^sterrts analyses. Therefore, nomenclature and identification systems 
vary radically and are not easily adaptable to data processing 

*^?n^uii«nent management system should be develoj>ed to include 
all :BTA equipment. Operational-level records should be centralized 
for purposes of inventory management and integrated with large- 
scale utilization and purchasing activities. Equipment that does not 
meet established standards should be eHminated. Developing specific 
criteria and specifications for BTA equipment will permit a computer- 
ized inventory system. " * ■ - ' ill ' - -r ■ -L Jl \«. T 

EoTiipmewt utilization, particularly at agencies whcre_ budget liin- 
itations prohibit extensive purchases, will be enhanced by a central- 



"izea^'^stcm wlucK can assess utilization factors oyer larpre demand 
-areas or for seasonal applications* XJtilization criteria vrill also permit 
l^JJL to nisike more economical purchasin<r decisions. Improved lease, 
■ rental and quantify buyin^r returns vrill ultimately release more bud^ret 
dollars for program "^objectives- In addition, equipment will ^ be 
properly amortized and- replaced at reasonable intervals, reducin«c 
maintenance costs as well as downtime and providin<^ documentation 
^ for new eqmpment purchases* \ ' - 

Implementation would save approximately $G.6-million annually, 
-projectinj:^ a reduction of tlie annual appropriation' for new or 

Used: equipnient and a 10% decrease in the present equipment inven- 
tory. In addition^ another 40% annual savinpj attributed to the mainte^ 
nance budget is not claimed. - ^\ 

SS, I^e'veZop standctrdized Tnateridl and supply irwcTitcyry sy steins/ 

Fi^ld operations in isolated areas require extensiy^e facilities and 
equipment as well as substantial stora^]ce space for replacement' parts- 
Smce Vniost of th © facilities " and equipment were i>urchased in the 
1030s, \an eschaustive inventory of replacement parts is necessary. Xhe 
problein is further complicated by the diversity of equipment. I*resent 
procurement regulations includinc: limited purchases, from a single 
vendor a«:gravate the situation. Since the warehouses are decentral-- 
ized, road maintenance, plant management, property/supplies,; if or- 
estry/fire-suppression and land operation ^nventories^^re housed^ in: 
separate facilities with limited management control and poor security. 
InsuiScient communications among* the agencies result in duplications 
in materials procurement. , " 

' study should be made by the area ofEces to determine present 
material inventory utilization, specifications and warehouse require- 
ments. Based on the findings, a plan should be developed to implement 
standardized w^ehouse Ipractices — possibly adapted to data process- 
inir.lt should include a: £>in system, location and identification*^ card 
files. Using the plan, warehouses would be' ^^urgedv^f obsolete items 
and lists of excess matetials distributed to other areas.^An exchange 
svstem could be installed among the agencies to prevent order duplica- 
tions and reinforce bulk: purcdnasing. Centralized guidance" to coordi- 
jiate srnecifications and .utilization of dFuture facilities and equipment 
should be provided- j 

The improved management of inventory systems^ including st an d^^ 
ardization, particularly at the field level, will reduce overall expenses, 
pre\"ent ordering delays and bring down the cost of preventive mainte- 
nance. Since 20% to 30% of -present warehouse space is occupied by 
unnecessary equipments developing an interagency equipment pool 
will eliminate storage of oucdated replacement parts and allow more 
space for present operations. The one-time saving to be generated by 
purging: warehouse inventories and identij^ing mat-erial utilization 
levels is estimated at approximately $20-million. Xhe annual "^saving 
'would be between $5- and $10-million. 




g^w ^r. JTt- mtGAJSnZATlON STRUCTURE 

liuiiiig tlie coTiJse of this study, a number of orgajoizatioMl 
lem& observed. WbDe many are referenced m otEer report sectxons, 
tbere is a need to modify the bureau's o^^ei^ org^ii^tiWL^co^p^ 
Although time constraints did not permit a <^talled orgamzaxion 
analysis, a "matrix" concept has been developed to serve as a basis 
for further refinement by the bureau. ^ \ - «w 

3£det federal entities axe progr^;pnentcd, ^^^^^^^l^^I 
ices to a. similar' client base. The BIA. is also structured to serve 
clients as a bomogeneous group. In reality, howevei^J>oth the client 
base and the services are as varied as the number of tnbes ^tliin tne 
total Indian population- As a result, spans of control— particularly at 
the-area level— are top broad and agencies do not reca.ve s upc i^t 
specialized program guidance. To provide effective administrative 
toection, spans of control -within the bureau must be-narrow enougtt 
for improved management efficiency yet sufficiently broad to supply 
appropriate expertise in program areas. Staff ^cialists must be av^ 
•able to bversee function^ activities,<-generating data for program dd^ 
velopment, needs analyses and control systems, ^ - ^ 

To accomplish its objectives effectively, the BIA organization should 
W modified- At present, each level is self-containedjwith r^ponsibuity 
for both program and adnnaaostrative activities, TTnder the proposed 
concept, alterations in. the organization structure mi^ be^accom- 
T>axded by manor changes in management style and philosophy. -Bju- 
Siority inust be delegated to both central and field manag^ who have 
a. cleax understanding of their assignments and the criteria by wmcn 
their performance ^vixil be evaluated. Although the new concept con- 
•tains Saff groupings and relationships which wiU fe<niitate tl^ clarx- 
fication, there is stiU a need to define appropriate interfac^. between 
bureau units. Executive effectiveness can only be achieved by givmg 
individual managers sufficient? contiot^tcltsabstantiany influence p^ 
formance. This delegation of important decisions to lower operating 
levels carries with it an inberent risk because of the bureaus trust 
and service commitments. However, this would be offset by the follow- 
ing aspects of the proposed organization- , , , . , -, j ^ ..^l^^ji^ 
-j^ planning and budgeting system would be mcluded to provide 
both short- and long-term capabilities which emphasize max i irn i m 
Indian participation and ensure appropriate exc h an g es of ml or- 
mation- Both variance analysis and jpcrformance measurement 
-wouldbepart of the proposed system- -tj tL - 

An-effective IManagement by Ob j ectives program would be in- 
' atituted to provide a basis for performance evaluations as weU 
as criteria for corrective action. , , , ^ ^ - 

Organizational interfaces would be established to form a sys- 
tem of internal checks and balances which ensure that managerial 
action involves the bureau's most qualified personnel- 
Accomplishing, this last objective involves the utilization of a. "ma- 
trix" system of organization- This generally refmrto a structure m 
- which an individual manager may have two or^ore reporti^ rela- 
tionships—each encompassing a specific aspect of that manager's over- 
all responsibility. ^Tormally, these can be identified as functioiial, proj- 
ect or sudministrative relationships. For example, it is anticipated tnat 



area and agency managers would exercise administrative authority 
over their stajQis -while functional authority dealing -with specific pro- 
grams would be assigned to individuals* at the central office -level- 
Projecti management would be utilizeSl to ensure completion of short- 
• term assimments which require a cross-section of talents from various 
areas of Die organization. However, project jteam members would re- 
main subject to the administrative control of their respective unit 
managers. 

The primary thrust of the matrix concept in regard to the bureau's 
present system is the separation of functional and administrative re- 
sponsibihties. One of the major requirements of this approach is the 
establishment of clear relationships between organizational units. The 
mixture of reporting lines makes ground rules essential — spelling out 
clearly who does what^ when and for whom. However, the matrix ap- 
proach can be utilized to achieve benefits not possible in a more con- 
ventional structure. For example, specialized adminstrative and func- 
tional talents can be freely used throughout the organization without 
violating lines of authority. It also ensures consistency among organi- 
zational units in terms of policies, procedures, techniques^ and stand- 
ards. All personnel responsible for services will receive direction from 
the same program specialist. Furthermore, it tightens communications 
links to higher levels of management. More importantly, the mixture 
of central office and agency influence will result in improved objectiv- 
ity in making program decisions and should provide economies 
through the elimination of ' functional duplications in various line 
operatioiis- 

Structural changes to existing operating units within the bureau — as 
illustrated by the proposed conceptual chart on the following pa^e — • 
would be minor. However, the reportin*; relationships and assign- 
ments of responsibility, particularly at the area level, would be sub- 
stantially altered- . . " 

W ithin the centi^l office, the position of Commissioner of Indian 
Affairs should become an.Assistant'Secretary in th 6 Department of the 
.Interior i^to -enable the incumbent to deal more effc^ci^vely with other 
bureaus. The staff functions of CongressLional and Legislative Affairs, 
Indian Self -Determination, Public Information. Administration and 
Joint 'Use Administration would remain essentially unchaaiged- In 
addition, staff functions of Planning and lEJudgoting as well as Legal 
would be included in the central office to provide the bureau with 
necessary internal expertise- However, Education would be sub.'jtan- 
tially upgraded with all school superiniendents reporting to the cen- 
tral office rather than to the area director as they do presently- Suffi- 
cient expertise must be provided within the central office to assist 
school boards and superintendents with ongoing activities and to de- 
velop long-range plans in areas sucli as curriculum, teacher recruit- 
ment, budsretin^r and the like. Increased Indian involvement in 
educational decisions will thus be encouraged and facilitated. 
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The most sag2i3ificazit alteration at the central office level wotdd^ l^^ 
the creation two new management xmits — TTnTnan Kesonrces 
2^ataral ]Besources- They will provide functional control for all HX^ 
jarog^raxos and. related, activities, dEreeing area. <iirectors to concentrate 
on administrative matters- JFxmctional activities to be' managed bv 
TTi^-mftT> Resources would include hou^ang, law enforcement, social 
servToes, tribal government, job placement, training and s elf-d etermi- 
nation services- ITatural E^ources would encompass program areas 
such, as business enterprise, fiT>n.Ttr;?«.1 assistance, roads and transpor- 
tation, resource developinent and iionlegal operational aspects of the 
trust responsibility- In this regard. Trust Responsibnity in the cen- 
tral office would, continue to a<&iinster activities related to legal and 
fiTn>.T>riij>.T functions- . ^ • ' 

The principal responsibilities of the new resource -units would m- 
clude program planning and development activities to foster Indian 
self-determination and meet identified needs, monitoring and techm<^l 
assistance services plus functional management; respronsibilities at the^ 
agency levels They would als'6 provide contnrol , information for senior 
management Mid work with other federal-agencies to secure ma^cimvun 
client benefit from appropriate programs. JLdvantages would include 
appropriate delineation of management cresponsibility_ for related ac- 
tixTties, enhanced career opportunities to attract qualified personnel, 
provision of more efficient service delivery through effective central 
office monitoring, .improved horizontal communication" and program 
performance measurement- * - -il -1.1 

"With the establishment of these two resource units, it will, be possible 
to eliminate the position of area, director and replace it. A.t present, 
these employees interpose between central program development ac- 
tivities and agency service delivery functions. As a result, they re- 
strict communication and inhibit rather than enhance^ the bureaus 
overall effectiveness. Transferring functional, responsibility to the cen- 
tral office and service delivery accoimtability to the agencies will eliim^ 
nate 12 area offices. "Dnder the new organizational concept, six regional 
servijce centers will provide only administrative <iirection to^ local 
service centers— the enlarged agency. These responsibilities will cn- 
-compass local service center management, training, wage and ^lary 
adnxmistlKttion-and^rputine daily operations. They will be specifically 
separated from program and--«er:vice delivery functions. In addition, 
regional service center managers wflrharve-administrative resporisimli- 
ties over a small staff of project specialists to supply specific. services to 
local service centers where the work load is insufficient to justi:^ a f ull- 
time specialist. These project specialists will have functional responsi- 
bilities to the appropriate central office program director. 

Thcse changes are designed to improve program uniformity, enhance 
service delivery, provide appropriate exchanges of program data be-, 
tween local service centers, ensure uniform performance evaluations of 
program effectiveness and improve opportunities for Indian participa- 
tion. Under this concept, responsibility for program success will_ be 
moved closer to tGle tribes, improving overall control and reducing 
administrative overhead, Furthermore, it is anticipated that long- 
range plans include the elimination of reg al service centers as 
Indian self-determination becomes a reality. . - 
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^thotzeli local service center structure will not change, tlie inana^r 
wiU bave increased responsibiHty £or ser\dc» delivery as welT as m- 
T>roved access to central office program specialists. In a smiil^ fasnion, 
5roeram managers will receive administrative supervision from local 
seiwe centeTmanagers and functional ^idance from a, central office 

program director- it ■» i -ti 

Implementation of this organisational concept at all levels will en- 
able BUL to asast the Indian people to achieve self -deteraination more 
rapidly. It will also strengthen relationships between tribal and bureau 
officials by developing opportunities to faciUtate Indian participation 
in aU program areas. In the future, ultimate implementation would 
permit integration of local service centers with tribal council offices, 
iventuaUy eliminating local service centers. The anticipated elimina- 
'tion of 12 area offices and restructuring of six regional servi^ centers 
would result in an annual saving of about $ll-million based on cur- 
rent expenditures- 
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Section IV. IMPLEMENTATIO 

A.;niirnber of problems wliSclx si^ificantly dilute tbe^^verall offec- 
tiVteness of the Bureau of Indian Affairs have been idfentified. or 
each problem, a solution has been proposed and the benefits which can 
be expected outlined. The recommendation5?-af previous studies failed 
as^effectiv:e.jna^ tools for the same reason z none of them had a 

specific mecha2iisni^or-f<^ or ^forced'' -omplementation* In most 

instance:; there 'was virtually no foltow-throu^b^of Jth 
i ^iested., Something more than problem identificatron iind— proposed^ 
resolutions is Tiecessary. ^ * -t j 

Xhe time, effort* manpower and creativity which have been utilized 
in- preparing this report will be wasted if ConjEji^s fails to assure im- 
plementation of these .recommendations as outlined^ If Confess is to 
make long-last inpr* meaning-ful improvements in the operation of 35IA^ 
. it is imF>crative that the commission's recommendations- be approved 
" in principle/ It is equally imperative that Congress establish a system 
for follow-up with a feedback mechanism to ensure implementation of 
approved proposals- - , 

Gongrc5S should authorize the creation of a ^lanagement Improve- 
ment Irnplementation Keview Office reporting to an appropriate man- 
agement division in the Office of ^lanagcment and Budget. The staff 
should be composed of appropriate pi-ofessional and support em- 
ployees. The professional cxx>ertise should encompass personnel and 
_^ financial .management as well as management information skills. One 
\ of the professionals should be a government employee-, another should 
be from the private sector and one should' be an Indian. These indi- 
\'iduals would work with persons throughout the bureau to ensure 
"implementation. They should be authorized to establish time frames 
for completion of specific recommendations and to make suggestions 
to persons throughout the biireau. They"" would be required to file 

2uarterly reports" ns well as appropinate interim updates with the 
Jommissioner of Indian Affairs. Additional copies would be sent to 
the Secretary of the Interior and appropriate congressional commit- 
tees. The5?e reports will give the review offcc.an opportimity to report 
progress-^whiie providing it with an cfTcctivV vebicle for identifying 
areas wbere implementation^roblems arc occurring. In addition, the 
^-^--^ona^^ement study team members should provide advice to'the review 
- office bv meeting periodically to review irrirplemcntation progress. 
• * The "Secretary of the Jn^terior ^nd the Cwnmissioncr of Indian Af- 
fairs should be req^uired to highlight essential features of these reports 
during the annual budget presentations to Congress- This will ensure 
-careful review of the reports and will also stimulate desired and es^ 
sential management improvement throughout BIA. 
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SeeUon V. DIGEST OF RECOMMENDATIONS 



RocomiMfidations 



AetJOfi 
reqotrttd 



R uncial 
impact * 



Estimslvd 
amount / 



BUDGET PROCESS 



6. 



1. EitablisH a formal plaaning system wtthtn BIA and 

* iniasratv it into tt># prasatxt budftet process. _ 

2. ttaor g amze bydsotinsp plamtmfc.- and^- cntergovem- 
? mental teUtioas into 1 intaHratad organization , 

3« ;StimuUta Indian participation m the budget process 
4.f ladude all wnttanded area prosrants except trint 
^ fvnds in the acency budget fornutioa process by 
/ AscaS 1979. . .wt 

Make the budget functioiK responsible for ranance 

analyses and performance reviews- . - - 

Cmohasize Indian participation ana band analysis tn 
the BIA budget review to the department. OMB, 

' President, and Congress. \ 

' ar. EstaBirsb-a uuual p ro je ct p Umi l o g. a Mr ea an^l^agency _ 
J levels for all continuing programs and; monitor 
5 performance quarterty on a personal basts, atter- 
; io^the plan t» reflect sarttts changes. 

PERSONtiEL MANAGEMENT ■ t ■ 

gL Strengthen Ittdian preference to improve SI A ef- 
fecta veness while continuing to hire^ tram and up- 
mdelndiansfor Bttrea*i*employmeot- 
9 Develop a human resources planning system using 
industrial engineering techmaues to establishap- 
roprtate staffing levels and position req ul rement^ 
20 Osvelop an aggressive recruiting program to secure 
Qualtfied or trainatile Indians: , ^ - ^ 
11^ Raorggni»th»employfiient classification system to 
. improve credibility^ . 

12. Improve BIA employee relations practices.^— 

13. Develop traintns programs to meet specific bia 

requirements. » ,^ 

14. Continue reguUr ovil service evaluati«3ns awd up- 

grade personnel-iiianagement quality through De- 
partment of the Interior project manager appoint- 
' ments^ " • 

MANAGEMENT INFORMATION 

ISLEstablish and if»stall performance measurement 
standards. . ^ * 

16. Initiate a program to improve and faolitate general 
communications between central oCTtce and fields 
supervisors* 

17 Develop a concise statement on critical issues. 
1^ improve the management toy ob]ectives program. 

19 Expedite the automatic data processing rnodermza- 

tion study to insure completion t>y Jan. 1. 1977. 

20 Complete applicatioo analysis section of the modern- 

izatioa study by Oct. 1. 197fi, 
2Z. Add remote access and interactive capabilities to 
reduce processing time and increase computer 
program development efficiency. . 

22. Develop an inverrtory system for a.«mpren«nsive 

equipment management system- . . ^ 

23. Develop standardized material and supply inventory 

systems. - . 
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EXHIBIT I 

PRIOR ASSCSSM£NT5— USTtNG OF TtTIXS AND TlTlX CATEGORIES 



Author 



1 Thm AfSMricM Intflao «m1 the BfA — 1969 ^AMn M. loamphy 

2 Ttm 1961 tottrior O^partmmt Taxk F6rc« Teak fcK« 

3 TIM Ftifid for Cho Ropublic RopOft . Twk fore* 

4 THi Ir ' I H r* t***tiM OMipM^ TMkforco^ 

5 : Tb« PmMMtial Task Fom on th« AiMcican fndlait Tnic f orc# 

6 TI>o intoratMcy T«sl( Fofcvof 1967 Md the President's Message Task force ; 

on liMl la ii Aflairs» 

7 ftUnanmeot Review of 81 A CPmton Repoft> Twk fofce.^-^— 

» iWim^ of Indian Rishta 1950^ FeOx^S.-CoheTr:.. 

9 Tfte Indian's Qiiest for Justice OTteLe^UIo^ FeftxS, Cohen 

IP rPreof linm t ■rililii'M l mM I i J^fTt 8ia staff ^ 

-ri — HIA iiaoagwwent Review Oepartmetit of the Interior - Wo rking froup <S> Freemao,. 

~ ^proje^'di rector). 

1^ 4;an d >fa oa p<we ot on Reservations (Z saparate reports covering GAO 

reaa^vaDons)* 

13 Information on Federally^ Owned Submarginal LarwJ Within or GAO * ^ 

Adjacent to Reservations <17 separate reports covering 17 
rese^^factio nsj^ 

lA Various Iteporfi on Delivery of Servicn (26 separate reports on GAO . 

- varioiis lopicsX ' 

15 Pe rso n ne l afana a ementof BIA Locations Ql separate reports on CSC. 

varioosareaofbces, agencies^schoolsX , 

16 BIA Takeover Trail of Broicen TreaUes^ : Hotisa, Appropriations Committee. . 

X7 intemoontain School , ■ __ ^ House Appropriations Committae^. 

18 Public School Survey of Canstruction Aid Needs ^ ^ BIA corttract wfth National Indian 

. Training and Research Canter. 

19 Report on Turtle Mountain Ctijppewa zZZ'^ Honse Appropriations Committee. • 

20 Committee Review of Program Agreement Between the Central BIA/Tribal Review Comtnittee 

Council Of TItngtt and Haida lr>dians of Alaska and the BIA. repfesenUttves,^^ 

21 Policy and Pn^cram Recommendations for Federal Strategy to Consultants for OfTice of Minonty 

Reach and Aid Business Development on Reservations. Business Enterprise. 

22 An End to Manifest DestinY--A took at Tribal Recognition and 

. Individual Rights to Services. ' ^ 

^ American Indian Policy Review Commission Oetrver Hearings^ ^ — — — 

May 1976, 
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:e:xsxbit V^'—Budffct development <tction Mheet 

1 0/1-2/15 (CO) I^evelop Workshop STaterlate — \^ „ " 

St- -iyi-3/l-( CO) Update Ptbsrram Plan, and Band Guidelines _ 

*Z B/1 iOATB) Target PtamnHig AUotoance to Department Frotn <^^^ 

•4 2/15 (CO) TentatlT© Allocations to Areas/Agencies From Central Office 

5 2/24 (CO) Band Guidelines Completed 

« 2/24 (CO-AO) Area Program Officers Worksbops « ^ , ~» 

•T 3/15 (AO) Adjusted Area Bxuse to Include Pay Baise to Central Office 

S 3/15 (CO) Program Plan Guidelines Completed ^ 

» 3/35-4/15 (AO-AG) Workshops Conducted by Areas/Agendes , 

•lO A/l XDEPTy Target Planning Allowance to Bureau, from Department ^ 

11 4/1-5/15 (CO) I>evelop Tiuget Planning AUox«mces for Areas by 

*12 4/15*?00) Prc"^d« Banded Target Planning AUowances to Areas by 

Ix>catlon ■ 

•13 4/15 (DATA CENTER) Provide I>ata Forms to Agencies 

•j,^ 4/15^/25 (CO-'AO-AGy Develop Local Band« ^ ^ 

•15 4/SO (AO) Provide Banded Target Planning AUowancea to Agencuss 

•16 5/J5 (CO) Bureau Program Strategy Paper To Department 

•IT S/J5 (CO) Provide Nonr-Banded Target Planning Allowances to Areas ©ir 

•18 5/S5/15^(AG) Agencies I>eVelop Agency Program^ Plans wltt Trib^ 

•19 5/15-C/15 (AO) Areas Xtevelop Area Office ^<>sram„^i^^ps witb Trib^ 

•20 5/20 (AO) Provide Non-Banded Target Planning Allowances to Agencies 

21 6/1-T/15 (OEPT-CO) Prepare Secretarial Issue Pai>er 

•22 e/15 iAO"i Bands Retumedto Central OSlce 

•23 7/t t AO t Program Plans to Central OiJlce - 

• 24 7/2-^/1 {Data Ccntcry Update PPB Svstem ^itlwProfn^ 
#•25 7/15 (OMB) Planning Allowance ,*© rfepartment from OMB 

•26 8/1 (I>EPT) Planning AUowance to Bureau From X>epartment 

%^ i^Dept^BacTi, Department Provides Interior with Indian 
Programs 

^2S 9/15 (OMB-OEPT-CO) Estimates to OMB 

(OMB-DEPT-COy Searings wtth OMS -■ ' ^ ^ 
^ 9^(AO-ASy^ndian Reaction to Proposed Budget to C^tral-Office 
■S 10/1 (CO) Proposed Funding Level for Indiaii Propams to Jn^^ 
•S l^/S-lO/Si (A<>-AG) Proposed Funding Level Reviewed by Indians 
33 10/15 (OMB-DEPT-CO) Passback from OMB 
dt»4 11/6-11/15 (OMB) OMB Allowances . '^^^'^ 
"2^35 11^0 (PBES) President Submifs Current Services Budget to Congress 
^36 Iiyi5-12/15 (I>EPT-CO) Appeals and Budget Printing Process 
'VT iZ/lS—I/1 iDEPT-CO) Prepare Btidget-Justvficatt<ms 
^8 I/iTaLl DBPTSyEacK Dept. Provides Interior TTiiA Indian. Programs 
In President's Budget 
dt39 1/1 fOEPT-CO) Justifications to Congress - ^ \. ^ ~ 

^40 1^5 (COV^dian Programs In President's Budget Distributed to Field 
#41 i/JS {PRESy President's Budget to Congress . 

42 2/15 (CO-OATA CENTER) Update Previous Fiscal Tear Data In tbe 

#•43 2/15-^/1 (CONG-DEPT-CO-TRIBES) House and Senate Appropriations 

#44 3/5^*(CONGRESS) Congressional Committees Recommendations to 
Budget Committees - „ " . '\ 

#45 4/1 (CONGRESS) Congressional Budget Office Reports to Sudget 
Ck>nunlttees j. ■» ■* 

* #46 4/15 (CONGRESS) Budget Committees First Concurrent Budget Resolu- 

tion, to Congress - ^ « «. 

#4T 5/15 (CONGBESS) Congress Completes Action On First Concurrent 
Budget Resolution * _ 

' #48 5/15 (CONGRESS) Legislative (Committees Report on Autborizing 
Legislation • r 

#49^ 9/7-<CONGRESS) Congress Passes Money BiUs; .. - - ■ - i . 

jSfcSO J9/35 (CONGRESS) Congress Passes Second Budget Resolution _ ; 
#51 9/25 (CONGRESS) Congress (Completes Action on Beconciliataon BUI 
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r-^_, OS " -• 

it 10/1 (CO^GIIESS) Fiscal XearBes:in» , • 

#53;^ ll/l-l/l CCO> ZHatrlbntion of JPuzxds to Areas 

#54 I3>a— Ip/t (I>ATA CENTEB-CO) Periodic Review of Program Plan 
Progress ^ _ 

CO C ^ tttrm l Ofll^^CBXA)^ 
Ag Are^ Office <B^), 
A<> AffM^ Office (BIA>^ 
Pi^^ Departmeot or tl>* Interior. 

OM3 Office * of >fanasetaa«at and Badj^et. . " 

I*je«llaent of tB« XJaltea States- 

^ BAJ^DED/NONBANDrO PROCRAJyi FUN01N&— RSCAL 1976 AND 1977 



1976 



£^^»^tNM «od t^il^ltl^ 

Sc*>oolop#rati<H^<ioc*«^ni« U*bal> . 

D*I«Ct insUuctioft.^ 

jnloniiai Icsminc^r- — A 

Rggyntial c mn tm tn^mng : — . — 

' -Vojatiott^trmiiMiit i«««*tutio«»..- 

CofWjm studmt MsW^m*.^ . — 

-woth^c»re^<j.v«»opm«nt — 

SP»al •dticstxm •*Pfr»^«c«s , 

Op^tloo or prwiocisly l>riv«t» schools — - 

C**'!>nnmity vmr^itcms, — 



Ajm^ttunl mtiis iof «rvrcgs- 

AJi oth«r aid tck trih»} SOvemiMnts^ 
Alt Wi«f^ soctai ^ » fv»c<*^ 



tfcHJSint _ ; . . 

Comm«rci*I d«vi55p'«f2t. c«Mral 1, 

^\ conimerci»^ «?t»Tprrt« d«v«iopm«nt: 

Altoth«r credit and <5«^«»c»_— 

S™Jt and «w»nc»,- — • - — 

5i> othar direct mplof^^nl assistanca 

™~ « natntOTanca I— ^ 

Atmip (na«ntafianc«'*4 — ^- 

Tntst ^rvtc«* «Hwr^ — L 

C^y*^onni«rttal quaifty sarvtca* . 

All oth^r ri«tit» pn^t^ck^ 

5?** estate sarvica*^ n 

f toatici«i trust aarvices. ^ , 

resouncas. 

A^»c:iltuT*,-^I!?_ ^L.- 

J!I"^S&*aitd mTnini * IZT 1 

S^Sr^'^sooTCas ^ 

J?»Wlita and parks « — — 

Faciifti^ fanaralt-' ^- 

f^My O and M - — 

5«*cutiva dlractioo— r-^- — --Lt" 

Progran, dev«fopm«f>t Dudset ^ , 

Safety manacatitenS s«wcw . 

AW othar administrative services.^ : . 

Subtotal^ banded profirams . 

Honbsndecl programs; ^ ^ 

taucMton «T«I tnitfii^f^ general 1 — 

SctooI operations o*'^"**'"^ tnba|> 

^ili? Public schools-- 

vootioRai trainins^ #its»nnjo(«- — 

collie stiid«tassi*»nc«--.- - 

An oth«r car^r d«v«'oP'*»ent— , ^--i-* 

Special adttcation BJtper»eoc«» . - — 

OtfrvtHMt of previoosly Priwstfe schools 

Community s«rvtoe5. P«neral* — . ^ ^ 

S^t^heMive p|afT«*«^— — : ► — 

Z^^zavwrttrtimntdm^f^^tMnt 

TfiE>al Courts. • — — ^ , - — * * 



^X7, 155,0 
135,748.3 
1,207.3 
8S1.2 
103, 1 
16,964.8 
4,O09.S 
2.47a9 
1.229-9 

i»6oao 

93.9 
2; 192.5 
4,139.8 
8; 046.9 
13^028.6 
3U7 
1,932,2 
2,786.1 
1.290,0 
10.2Sd.9 
9. J6S.I 
5.3 
75. 6 
650.9 
2,745.5 
11,888.5 
1.960.4 
95.5 

14, 73a 4 
7.9B8.2 

154.8 
31.0 
548.3 
132.2 
50.988.8 
4. 361.0 
2,976.8 
668.5 

15. 124.7 



339.431.6 



3,442.3 

■357662:6" 

"2§r643r6" 

490.6 



" 166,0 
I^ZIS^O 
^896.0 



All Other aid to trtbsl govein w ents 

Welfare grants 

■ Am other social »an"C«- --t . 



.38.0 
3*174.4 
55,070lO 
39<S 



1977 



S7,18S.B 
136^001.6 

860L9 
90.7 
17^063.8 
4.903.2 
2.422,2 
1«28U5 
1.600.0 
109.4 

51529.7 
8,76Ql2 
13,961.9 
24^5 
1,717.6 
2.845*5 
1.290.0 
11.099.4 
9.993L0 
8-5 
106.O 
697.5 
3.09U2 

2,056.0 
115.0 
l6.027*O 
a. 260.4 
152.5 
676L2 
54S.4 
37,0 
53.343.5 
5.089.9 
2.849,9 
736.5 
15.331.8 



350.740.2 



3.220,0 
3.000.0 
27.002.0 
305,0 
281952.1 
513.1 



166.0 
771. O 



38^0 

1,119.4 
99^825.0 
482.8 
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E xhibi t VI 

BANOED/NONBANOCO PROGRAM FUNOIHC— FISCAL 1976 AND 1977— Cotttiautd 

thousands of dollafsl 



Fiscal yoar — 



1976 



1977 



Law antoroMMnt-.... 
Hoostfis^ 



^M^!^*S »d!^tS l^^^^ MMStanoa« 

Comnwfoaf dovotopfMntTcwnaraC 

Indian busiMSs davalopiiwnt imsrani 



23,384.5 
984wO 
10,70010 



An oCbor cooHMCCiat ontarpris* davalopiMfrt.. 
Dtfact loaMts*-_«*-^«— — 

livtofast s«te»dics and loan costs 

AH oltiercraditaod Ikoanco—. ^ 

Cradit and Pnanra,. ; , . — 

NavaJo^Hopi aaltlemont p iug r aim ,^-: — 

On tha Job traiointt^.^^^ ■ *- 

Indian action taams. 



Alt othar diract amptoymanl assistanca^ 

Road cow sbiictk Mi , — . 

Road maintananca^ 



2sao 
8,5oao 

996,0 

3»ooao 

8,400.0 
269.0 
3UL0 
2.037.4 
2.080.0 
13^507.0 
25S.0 



23.38U8 
1.286wO 
10.700.0 
4.417.0 
16.500.0 
254.3 
8^500.0 
744.2 



Indian afts and crafts board.^ 

Tnsst aarvica. £anafal — 

CnvirocMFantal Quality sarvtcss 

AH othar rithts pfotection,^ — 



F hynci a l truat syncgUj- — 

Natural rasc**fcas.. .ganaral,.-.—— — 

^Agricultuf».^-^^>— — ^ ~- — — - — 

Forastry * — — — 

Minaran and minins ^ .... — . 

trrtsstton and powar construction 



SUO . 
714.1 
286.0 
166.0 
1,079.0 
1.519.0 
246.0^ 
110.0** 
1.363.0 
190 0 



Irrtntion O and M <appropriatad>. 
Wildtift 



30.082.0 
2,932.0 



. Jtjfa and paries. 

Facilities, canafal 

Facility construction — 

Tacilrty wnpfovamants 

Facility O and 

Public school construction . — 

Cxacutiva diraction*.^^ — — — — . 
Pr og r a m davalopmant and budset.. 

Salaty man a ga m e nt sarvtcas 

AD ctbar.administrativa sarvtces — 
ADP oparations* 



4^916.0 
29.157.5 
5,333.2 
544.0 
7.881.0 
J. 622.4 
681.6 
312.5 
8.879,5 
2.772.9 



18.400.0 
273.0 
310.0 
1.961.0 
2.280.0 
13.520.0 
309.0 
24,602.0 
176. O 
724.0 
305.0 
178.0 
2.390.0 
1.4S4.0 
311. 0 
276.0 
1»215.S 
213.0 

2.928.0 
18v0 
5.832.0 
13.21O.0 
960-.O. 
1,458.2 



1.382.9 

681.*; 

312.5 
9.085.9 
3.972.9 



BANOEO/NONBANOEO PROGRAM FUNDING— nsCAL 1976 AND 1977— Contintaad^ 

n n thotisands of dot tars] 



Nonwork costs_ — 

Cmarsmcy or disaster work : 

Adjustment 

Subtotal. Nonbandad programs 



Subtotal. cofftrolJabla prosrams 

Mtscatlaneous Appropriations: 

Irrigation O and'M <recatpts> 

Powar O and M Crecaipt3> 

Alaska Native claims \ 

Claims and treaties 

Mtnarals and Mining.* — ^ 

Trust funds Ctnbat resource income).—*- 

' Sutytotil. uncontrollable progr ams — 

• Total. 81 A budget autbority — 

Totals SJA budget outlays 1: ~ 



Fiscal year — 



1976 



1.286.0 

doao 



302.540.4 



641.972.0 



6.850.0 
5.816.0 
72.000.0 
200.0 

95ao 

271,358.0 



357.174.0 



1977 



1.154.0 
800.0 
60» 816.0 
391.937.8 



742,678.0 



6.8Sa0 
5.816.0 
32.000.0 
200.0 
1,116.0 
2S7. 089.0 



313.071.0 



999. 146w 0 1, 055. 749. 0 



1.077.600.0 1.047.900.0 



ERIC 



BAND ANALYSIS— CDCAUmNOIttC rRIORfTlCS— f ISCAt 1378 

^ : . — T ■ — , — , 



1977 8m LoeiftlmiCod# 




i . 197Sco«HlraiMd 

. Atflttst* rTotol »7» 

Frogrsfii cod* pyogr —tt pwots r b«s« Low«r Target Higher OMd 



mnM . tlr. Ol-^IOOO 

^Sctool opmbons 02-1100 

to ramtar JOM jir 



lS7g _^,;^., ^ 03--1100 

^Adinisiistniivtt ssffvicttsz 

l^racmii dcv#topfiMftt 

yd bgg girt.-^^, 39-7261 

ic«- 40-7271 . 

All atb«r adcmiiistratiM ^ 

>T¥i C<Js ^. 41*7299 . 

^oikI ooostntction CoblicB~ 

tion> . 42-3400 



Total, abovo... 43-0000 



£xstzBxr VIII 

CSNTItAL OFnCC COMPUTER HAROWARC 



Monthly Monthly PurdMto 

i}u3ntity D«9crtptioR 0«t» in^Wted rwstal tipkoop ^ pric* 

1_ CDC 31S0 coffipntT^yrttn^ Go¥T«mwit ownod, January 1968 » ! SU91S SSTS^TSO 

M;i»appod widt cfaocatad ponptaofalsi 



5— Ma« G04 tapo uofts^ and con tr otta r , 
1 — tiou 512 1 Itno printar and eootrolMv 
1 — Nou. 405 ctf d raadar and cootroAar. 

CDC 3170 oooipvtar systam. taasad. aqutppad May 1973 ' 1* * 

with Govanunawt owmad tia cjca tad pari* January 1968 StSi 1,531 364.174 

plMfalsr 

S^HiK 604 tap* units and contratlar. 
^ 1-— No. 501 lina printar and controllar.. 

NoL 3254 lino printar and controllar* 
i;;..||o. 405 card raadar and controllar. ^ 
Mass storasa^stiarad oquaNy by Nos. 3150 and January 1969 1. 510 242. 740 



^^l^ ^DC H dL 841-S multiple disk driva and 
controltar. ^-^^ 
&-*CDC HOL 854 disk drtva^and controttar, 

I MOS Ho- 2400 kay-storaga systam^ taasad^ January 1975 2,345* 259 

aquippad with 12«My stations 2-tapa- units 
t*doal disic drnrau 

2.-^ NCR Ho. 735 kay-to* tapo rccg rdars with data Octobar 1969 . » 35 « 2^550 

comnionications, Covammant ownad,. 

1. Sinser-Frvden No. 4311 kay-to-tapo racordar ^ 259 — . 

With data commontcation» leasad* 

1 Sincar-FricSaA No» 4301 kay-to-tape racordar, • — 133 

laasatS. " ■ ■ - 

2 * IBM No, 129 kay punch witii verifian loasedi^ April 1973- . > I7S — . 

1^— ... IBM No. 026 prmting card punch, leased-* No>rembar 1966 94 

1^' ... IBM Ho. 047 tape-to-card converter, leased.. January 1967 187 ^ ^ 

1 IBM Ko, 026 printing card punch, leased November 1966... 60 ....... 

1 IBM No. 083 card sorter, leased Fabrusry 1972,^ — 80 * 

1 BM No. 519 reproducing punch, leased « . . ^ . do 105 

3 IBM No, 557 intarpreter, leas ed.... do 129 



Total 11, 513 6, 503 1. 187, 764 



^Eachu 
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^''cOBo£'^'*^Siri«mnlng language Scblcli us^ Encllrti 
ti^ ma*« storage devices for Intermediate 



FOR-l^S^i: Provides a convenient lanpuage for wre*^ 
itog mathematical and scfcntiflc problems in familiar 

A^S^FOTXRAX : A. version of Fortran whicb conf orms 
'^^i^^^ni set out by the American isational 

Stan«*nrds Institute (AJJ SI). ^« « _* ^ 

COMPASS : Assembly lanRoage for CI>C 3000 Series com- 
puters. Used primarily for the operating system and for 
proSaW and subrouUnes -which would be cumbersome 
or impossible to write in a J»i«=*»cr level laneuace. . 
ALGOL : A languaee for expressing logarithm^ P^arUy 
^iir language for mathematical and scientific problem 

COSY : A profH^m for maintaJntog Bonrce prosrams in a 
compref»e<l form on either mass storage or macneUc 

I,I?A:' A set of routineB to aUow use of mass storage files 
in linked index KCKjuential access form. 

LIRE : A utility program to provide badoap dumps, reloads 
and x^r^nlMtinnR of T.TS A 

COCO: A^ problem-ortented computer language and pro* 
gramming system for solving geometric problems in civU 

Q^^CKQWERT : A system for permanently defining data 
files and tben using these definitions to describe tne re- 
Qnirements of a report. Tbis is a relatjjely s^^P^l j^^^ 
to produce a report from a pre-defined data file. Tbis is 
a nontransferable proprietarr program. 

USER: XbLs Is an internally developed system for ^^ta- 
loging, retrieving and updating executable object 

IjSe^^^aT program to produce statement number and 
^vrariable name cross-reference listings of single and/or 
grouped Fortran programs/subroutines/f unctions. 

TI2:>T: A program to clean up a Fortran sour^ ;.^-^gram 
by doing sucb things as renumbering statcs.H-rf 
bers, realigning Fortran stiitemcnts and nuv^^c- tne 
sonrce records. - _ ^ 

VEIRTRAl^i A program for converting a COBOX^ program 
to ANSI standard, word translations through a user- 
supplied table and possibly converting certain special 
<Aaracters. * \ ^ ^ , 

TABI*TRA2C : A program for translating decision logic 
tabIe-»^tr^COHOI-^*ourcecode. ^ r 

Bt-TTTHSEON ; A tap^^bmry utility program which main- 
tains » tape library master file and produces listings 
and reports for tnw by tape librarians and the user* 

COBOZ- CBOfl« REFERENCE : Produce cross-reference 
listings of COBOL- source programs producing cross- 
references of data names and procedure names for 
single COBOr* programs or of data names only for 
groups of COBOI- programs. . 

PIX>TTER SOFTWARE r Calcomp barfc software is a set 
of subroutines that generates output for controlling a 
Calcomp plotter- Calcomp functional software is a set 



I^rchase/lQaa# 

N/A. 

N/A- 

X/A. 

K/A. 

NyA- 
>r/A- 
isr/A. 

IC/A. 



X.ifetime lease 
December 
1969, $27.O00. 



N/A- 
N/A. 

X/A, 
N/A- 



X/A, 
N/A. 



ILlfetimc lease- 
September 
1972. S900. 



ERIC 
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of pTOSrama or anb yroitra jM- whtcb perform plottin^^ 
ftmctioos fireQtiently used in manr diffierest appUca^ 
tionsL Theae are^ nontranaf erable proprietary programs. 

PEKr*TIME : Prog ra m evRlnation and review technique 
la naed to plan* monitor and evalnate projects ud pro^ 

: 7 gra m a fro m the standpoint of time. 

I AITTONSTT:: Automatic network display vro^rxLxn' tzcn^ 
eratea graphic displays of CX?M or PKRT networks an 
defined by ^e CPMy^KRT program on a CALCOMP 
plotter* This program* as modified, u5tes part-time output 
directly as input. This is a nontransferable proprietary 
program. 

SAMPS: Calcomp subdivision and map plotting system 
program generates graphic displays of computations for 
aubdlviaion design, mapping or related surveying proj* 
ects. This is a nontraxisferable proprietary program. 

PILiOBOZi*: A routine which accepts as input a COBOX# 
source program and generates a detailed logic diagram, 
an analyzer list and a cross-reference of data, names and 
procedure names to specillc COBOL statements. 

SORiySE:X.E:CT: A modiflcation to MSSORX which allows 
records to be selected and/or rejected or modified simply 
by coding selection/modification/ rejection criteria into 
parameter cards. 



N/A* 



Xiifetime lease 
October 1GT3» 
^7.000. 



lifetime lease 
August 1974^ 
^,500. 

N/A. 



IC/A. 
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